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This focus of this study is to propose a robust Toolkit for a Dynamic Competitor Analysis 
(CA) for the case organization. The case organization’s High Voltage business unit is in 
fierce completion with multinational stakeholders in Finland. The overall market situation 
continues to be challenging, and three major global players dominate the high voltage equip-
ment market. Due to the pessimistic macroeconomic expectations, the growth potential of 
the electric industry is expected to continue relatively low worldwide until 2020. Thus, stake-
holders continuously compete to guarantee their mid-term and long-term success.  
 
The approach that this Thesis suggests is to move away from its current reactive utilization 
of existing competitor analysis. So far, the responsibility of CA related activities and its anal-
ysis have been at the headquarters, while the case organization has supported these activ-
ities by collecting basic competitor and market data.  
 
The results of the study show that the competitor analysis can be conducted robustly and 
dynamically if systematically utilized. The word “dynamic” means that the competitor analy-
sis is conducted whenever needed and, more importantly, timely. In this study the word 
“robust” means the suitable tools and methods used for CA, and, importantly, CA that is 
conducted legally and ethically. The proposal suggests a range of such tools but stresses 
that it is the business issue(s) that should determine which CA methods and tools should be 
used. Presently, the case organization has broader level BI system in use that focuses is on 
competitive positioning.  One of the key tasks of the CA Toolkit should be to support the BI 
needs.  
 
The case organization can benefit from the results of the study in multiple ways. First, the 
CA analysis increases the understanding of industry structure. Second, active utilization of 
CA Toolkit increases the quality of BI data. Third, the competitor analysis can minimize the 
risks of decision-making. If successful, the CA Toolkit proposal can be leveraged in other 
BU’s.  
Keywords Competitor Analysis, Competitive Intelligence, Business Intel-
ligence, industry structure analysis, critical success factors, 
competitive profile matrix. 
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1 Introduction 
 
This study focuses on analyzing the competitor analysis practices of the case 
organization and improving its current competitor analysis processes and tools. Knowing 
what competition is doing is essential to any company that want to survive. Marketing 
strategist Jack Trout, the president of Trout & Partners, argue: 
 
Customer orientation is necessary but not enough as all the company’s 
competitors are customer-oriented or they will not survive. This is why 
competitor orientation is critical to survival as you must differentiate yourself 
from your competitors. Without differentiation, all you have is ‘price’ as a tool. 
(BUSINESS TODAY, 2015) 
 
On the contrary, Seena Sharp (2009:61-62), the Competitive Intelligence (CI) specialists 
argue that competitor information may be least useful and least important, from the CI 
perspective. For explaining her position, she refers to the fact that a competitors’ strategy 
is likely to be very different from yours. Nevertheless, both business experts agree that 
companies should be customer-oriented, and competitors cannot be ignored. The 
question remains how much efforts and time should companies spend on Competitor 
Analysis (CA).  
 
Presently, the case organization’s competitive environment is changing faster than ever 
since its existence. Most of the competitive environment forces and factors seem to be 
changing at the same time and with different magnitude. Being successful in the future, 
require a better understanding of actions taken by the competition.  
 
1.1 Key Concepts of This Study 
 
The following key concepts are used in this study: 
 
Competitor Analysis (CA) involves an assessment of the strengths and the weaknesses 
of existing and potential competitors. (Fleisher and Bensoussan, 2015) The Competitor 
is a company that acts in the same or similar industry offering similar products or ser-
vices.  
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Competitive Intelligence (CI) consists of two basic activities. First, the legal and ethical 
use of public sources to visualize raw data on competition, competitors, and the market 
environment. Second, the transformation, by analysis, of that obtained data into infor-
mation. (McGonagle and Vella, 2012)  
 
CI is a process that helps organizations gather actionable information about competitors 
and the competitive environment and, ideally, apply it to their planning processes and 
decision-making to improve their enterprise’s performance. (Fleisher and Bensoussan, 
2015) 
 
Compliance means conforming to a rule, such as a specification, policy, standard or law. 
At the case company, generic information is given in Corporate Business Guide Lines.   
 
Antitrust Laws seeks to make corporations completely fairly. There are four antitrust fo-
cus areas: agreements between or among competitors, contractual arrangements 
between sellers and buyers, the pursuit or maintenance of Monopoly power, and merges. 
(McGonagle and Vella, 2012) 
 
Industrial Espionage means attempting to obtain trade secrets by dishonest means, for 
example as by telephone- or computer-tapping, infiltration of a competitor's workforce. 
 
Integrity means the honest and having strong moral principles by a single person. 
 
1.2 Case Company Background 
 
The case company is a modern and multinational tech company focusing on the areas 
of electrification, automation, and digitalization. The case company is one of the world’s 
largest producers of energy-efficient, resource-saving technologies, and a leading 
supplier of systems for power generation and transmission as well as medical diagnosis. 
Finally, in infrastructure and industry solutions, the case company plays a pioneering 
role. 
 
Currently, the case organization is missing of fresh competitor data that could help the 
case organization to predict (future) short-term and long-term changes in the competitive 
environment to make better decisions. Obtaining competitive intelligence or conducting 
competitor analysis practices are not without risks. The case company conducts highest 
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standards of compliance systems, and fair competition, antitrust and data privacy laws 
are key elements of case company’s daily business. Therefore, these factors need to be 
taken into account when proposing a toolkit for Competitor analysis. 
 
1.3 Business Challenge 
 
The case organization’s High Voltage business unit is in fierce competition with multina-
tional stakeholders in Finland. The overall market situation continues to be challenging, 
and three major global players dominate the high voltage equipment market. Due to the 
pessimistic macroeconomic expectations, the growth potential of the electric industry is 
expected to continue relatively low worldwide until 2020. Thus, stakeholders are contin-
uously forced to re-align their strategies to guarantee their mid-term and long-term suc-
cess.  
 
Current activities of competition in the Nordic region and Finland show that, in all markets 
and regions, small or big, competition does play an important role in their strategies. 
Finland and other Nordic countries seem to be of particular interest because many of the 
new High Voltage related innovations are being first adopted here. To conclude, it is 
necessary to visualize on a continuous basis what competitors are doing to be able to 
adapt to the changes, and not at all minor, and stay a partner of choice for customers. 
 
Presently, the case company has broader corporate level Business Intelligence (BI), and 
Customer Relation Management (CRM) tools in use. However, the first link between the 
previously mentioned tools, and up-to-date business environment data is not organized 
in a robust and systematic way. Particularly, lack of up-to-date competitor data and its 
analysis may have already been lead to wrong business decisions. According to Vuori  
(2011:4), companies want to be proactive by acting before the change has even 
occurred, and to be able to manage and control the effects of the change. The urgent 
business challenge is to conduct sustainable, dynamic and robust competitor analysis 
(CA) Toolkit and business conduct guidelines for the use of case case organization’s 
sales forces to overcome a challenge. 
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1.4 Objective and Scope 
 
The purpose of this study is to propose a robust and dynamic Competitor Analysis (CA) 
Toolkit for the case organization. Formulating of competitor analysis toolkit and 
conceptual framework leans on literature review, team meetings and interviews with 
internal stakeholders. Finally, based on the experiences, suggestions and recommenda-
tions are given for the case organization’s case organization’s top management adapt 
the toolkit for the use of other business units. 
 
This study focuses on solving the following main research question:  
 
RQ1: What are data and analysis tools relevant to the case organization to be able to 
conduct robust and dynamic competitor analysis?  
 
Since the case company follows the highest standards of business ethics, the second 
research question to be answered is 
 
RQ2: How to guarantee that the dynamic competitor analysis is utilized legally and 
ethically? 
 
In this study, Michael E. Porter’s The Five Competitive Forces method were chosen as 
a basis of Industrial structure analysis. Also, Porter’s Framework for Competitor Analysis 
was chosen to be the core part of the CA Toolkit. The reason for the selection was that 
these methods had been developed already three decades ago, and they are still widely 
used. Importantly, the chosen methods complement the current needs of the case 
organization. Other tools and methods are used to support the core analysis.  
 
The scope of this study is limited to focus, first, on relevant competitor analysis methods 
and, secondly, on business ethics. Also, for the case company, the competitive situation 
of the niche High Voltage Product market is of special interest. Therefore, it is necessary 
for the case company to conduct a dynamic competitor analysis, particularly in this area.  
 
The aimed outcome of this study is a proposal for a robust and dynamic CA Toolkit and 
CA-specific business conduct guidelines for the use of case organization. 
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2 Method and Material 
 
This section discusses the research methods and material used in this study. First, 
research approach is discussed then research design, data collection, analysis, and fi-
nally, validity and reliability plan are overviewed.  
 
2.1 Research Approach  
 
It is essential to choose the research approach, which is most appropriate for the 
research problem. Yin (2009: 9) argue that “What” questions can be divided into two 
categories: exploratory questions and a form of “how many” and “how much” questions. 
An exploratory study is rather flexible regarding of choosing research methods. Virtually, 
any of the five major research methods may be used: experiment, survey, archival anal-
ysis, history and case study. Yin (2009: 9) find that “How” and “Why” questions are more 
explanatory, moreover, most probably leads to the utilization of case studies, histories, 
and experiments as the preferred methods. For this study; a qualitative exploratory 
single-case study approach (as a pilot to CA Toolkit proposal) was chosen because the 
researcher has little control over the events and the contemporary focus is within a real 
life context.  
 
There are numerous of definitions available to the question: What is a case study? David 
Silverman (2009: 138)  cites:  
 
The basic idea is that one case will be studied in detail, using whatever methods 
seem appropriate. While there may be a variety of specific purposes and 
research questions, the general objective is to develop as full an understanding 
of that as possible. (Punch, 1998: 150) 
 
Case studies may be conducted in multiple ways. Case studies often include qualitative 
evidence, but it can also contain quantitative evidence. Yin (2009: 8; 19) find that case 
studies can be defined along two dimensions, regarding the number of cases; single or 
multiple, and regarding the purpose of the study; exploratory, descriptive or explanatory. 
These two selected dimensions lead to six possible type of case studies. Finally, it is 
important to acknowledge that numerous of another type of case studies have been 
developed to solve various type of research problems for the different research 
purposes.  
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According to Punch (1998: 153), the case study has three important analytic features. 
Firstly, each case has boundaries, e.g. company’s business unit. Secondly, each case 
will be a case of something in which the researcher is interested. It requires that the unit 
of analysis shall be defined to clarify the research strategy at the beginning. Finally, case 
studies seek to preserve the wholeness and integrity of the case. However, the research 
problem must be limited to achieve some focus, which is geared to specific features of 
the case. 
 
The nature of this study is the investigation of a practical business problem within a small 
organization. Therefore, a single-case study research approach was chosen. This study 
first uses the qualitative research question: “What”. The first research question of this 
study belongs to an exploratory category and focuses on the current context and process 
of the case organization. The goal of the first research question is to conduct and pro-
pose a robust and dynamic competitor analysis toolkit for the case organization. The 
second research question of the study uses the qualitative research question: “How”. 
The second research question of this study also belongs to an exploratory category and 
focuses on selecting methods relevant to address the challenge in the case company 
context.  The goal of the second research question is to conduct business guidelines and 
address how competitor analysis can be done legally and ethically. 
 
2.2 Research Design 
 
The research design shows the phases of this study and presents the outcome of the 
phases on the right side. The Data Collection phases are shown on the left side and the 
research outcomes are shown on the right side. The research design of this study is 
shown in Figure 1. 
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Figure 1. Research design of this study. 
 
As seen from Figure 1, this study seeks to conduct a dynamic and robust competitor 
analysis toolkit for the case organization. A detailed description of all phases is shown in 
Table 1 below. 
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Table 1. Steps in research design. 
Phase I: Research Approval & Objective 
Activity Description Timeline 
Research Proposal The business challenge, research objective, and 
the aimed outcome was introduced to Division 
management. [Informant A] and [Informant B] 
10/2015 
 Risk management: The research objective was 
introduced to the legal counsel and the compli-
ance officer. 
10/2015 
Permissions Obtaining the written permission for using the 
voice recorder to conduct in-depth interviews in-
side the case company. [Informant E]: Director 
of Communications. 
11/2015 
Phase II: Current State Analysis (Data 1) 
Activity Description Timeline 
Stakeholder Interviews [Informant C]: Senior Legal Counsel, [Informant 
D]: Compliance Officer. To obtain legal and 
compliance framework of the study. 
11/2015 
 [Informant B] and [Informant F]. To obtain infor-
mation about existing competitor data available 
to avoid data duplications. To obtain information 
about missing links between up-to-date competi-
tor knowledge and existing BI tools. 
03/2016 & 04/2016 
Observations Evolutionary process 10/2015-03/2016 
Case Company  
Documents 
Integrity documents, internal analysis 10/2015-03/2016 
Outcome Strengths and Weaknesses of the current CA 
practices and methods. 
04/2016 
Phase III: Literature Review 
Activity Description Timeline 
Literature Review Evolutionary process  10/2015-04/2016 
Outcome The conceptual framework of the study.  
Phase IV: CA Toolkit Proposal (Data 2) 
Activity Description Timeline 
CA Toolkit Proposal Literature Review of available Competitor Analy-
sis (CA) tools and methods. 
11/2015-04/2016 
 Evaluation and analysis of the selected CA tools 
and methods. 
03/2016-04/2016 
Stakeholder Interviews [Informant F] and [Informant G]. To obtain 
feedback for the initial proposal. 
04/2016 
Piloting Testing of CA Toolkit. 04/2016 
Outcome A proposal for CA Toolkit and business guide-
lines. 
 
 
Phase V: Feedback and Freezing of the CA Toolkit (Data 3) 
Activity Description Timeline 
Freezing of the CA 
Toolkit 
Presentation of the CA Toolkit Proposal for the 
key Stakeholders and freezing of CA Toolkit. 
04/2016 
Stakeholder Interviews [Informant G] and [Informant F]. To obtain final 
feedback and suggestions for improvements. 
05/2016 
Outcome Final version for CA Toolkit and CA Toolkit 
business guidelines. 
05/2016 
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As seen from Table 1, the study begun in October 2015 by obtaining the research ap-
provals from the case organization and the Compliance Officer, the first phase of the 
study.   
 
In the second phase of the study, the Current State Analysis (CSA) was conducted. The 
CSA was conducted by utilizing many different data collecting methods (Table 1). The 
goal of the first outcome was to obtain current state strengths and weaknesses of the 
competitor analysis practices (Figure 1). 
 
In the third phase, literature review was conducted (Table 1). The literature review was 
a evolutionary process. The purpose of the literature review was to benefit from findings 
of the CSA and to find complementary CA methods, techniques and tools for the case 
organization’s use. The goal of the second outcome was conceptual framework of this 
study (Figure 1). 
 
In the fourth phase, the initial proposal of the CA Toolkit was presented for the key stake-
holders (Table 1). Based on the interviews of key stakeholders no significant changes 
were made at this phase. The initial proposal was tested with the real business issues(s). 
The goal of the third outcome was initial proposal of this study (Figure 1). 
 
In the last and fifth phase, the results of the initial proposal was validated by the key 
stakeholders (Table1). The validation phase emerged in total three suggestions which 
were not directly related to the initial proposal. The goal of the fourth outcome was sug-
gestions and future improvements of the proposal (Figure 1). 
 
2.3 Data Collection and Analysis  
 
The data collection is divided into three different rounds. First, the current state (Data 1) 
is collected. Second, the stakeholder data was collected for the proposal of Competitor 
Analysis Toolkit (Data 2). Finally, the proposed CA Toolkit was tested by collecting 
competitor data from the relevant sources and then validated with the management (Data 
3). The overview of three data collection rounds in given in Table 2, round by round. 
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Table 2. An overview of Data Collection Rounds of this Study. 
Data Data sources Purpose Analysis in 
Data 1, CSA 
 
1. Public/ internal data 
sources: Business Con-
duct Guidelines (public 
document), CRM On De-
mand, NPS Survey 
Identifying current CA 
practices within the case 
organization. 
 
- What is the current CA 
process? 
- What tools and 
methods are being 
utilized? 
- What are the strengths 
and challenges? 
 
 
 
 
Section 3  
CSA 
 
2. Interviews with key stake-
holders 
3. Stakeholder Question-
naires 
4. Researcher’spersonal ob-
servations 
Data 2, Build-
ing the pro-
posal 
1. Stakeholder Interviews Suggestions/input for 
building the proposal 
related to: 
 
- Usability 
- Data Protection 
- Place of CA Data 
 
Section 5 
Building the 
proposal 
2. Stakeholder question-
naires, and discussions 
with key stakeholders 
Data 3, Validat-
ing the pro-
posal 
Meetings, and discussions 
with key stakeholders 
- Identifying final 
suggestions 
- evaluation of the 
proposal 
 
Section 6 
Validation 
 
 
Data collection 1  
As seen from Table 2, Data 1 included internal/public data sources, stakeholder inter-
views and questionnaires, and researcher’s personal observations. The purpose is to 
identify what data on competitors are already systematically collected and how often. It 
was also necessary to identify what data on competitors are missing. The research ma-
terial of the competitor analysis contains both primary and secondary research data. The 
data such as interviews, team and personal observations are called primary data. The 
data which is collected i.e. from the public sources like internet, newspapers, magazines 
or books, are called secondary data. More details on the interviews and discussions used 
for Data Collection 1 is shown in Table 3 below.  
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Table 3. Data Collection for the current state analysis, Data 1. 
No Data Description Goal Time and 
how 
documented 
1) Stakeholder 
Interviews 
[Informant C]: 
Senior Legal 
Counsel,  
 
[Informant (D]:  
Compliance Of-
ficer.  
To obtain legal and compliance 
framework of the study. 
3.11.2015 
Voice 
recording/ 
transcript 
1 hour 
2) Stakeholder 
Questionnaires 
[Informant B]: 
Head of Division 
[Informant F]: 
Sales Director 
 
To obtain information about ex-
isting competitor data available 
to avoid data duplications. To 
obtain information about missing 
links between up-to-date com-
petitor knowledge and existing 
CI tools. 
14.3.2016/ 
8.4.2016 
Field notes 
30 min 
3) Observations Current compet-
itor analysis pro-
cess, tools, 
methods and in-
formation shar-
ing  
To obtain strengths and weak-
nesses of the current state. 
10/2015-
02/2016 
Field notes 
 
4) Case Com-
pany Docu-
ments 
Integrity docu-
ments, business 
guidelines, inter-
nal analysis. 
To obtain relevant information 
for conducting CA Toolkit 
checklist.  
10/2015-
11/2015 
5) Stakeholder 
Interview 
[Informant A]: 
BU Manager  
To obtain information about 
missing links between up-to-
date competitor knowledge and 
existing BI tool. 
29.4.2016 
Field notes 
30 min 
 
 
As seen from Table 3, the main data source is the stakeholder interviews. Senior Legal 
Counsel [Informant C] is responsible for case organization’s legal issues, and Compli-
ance Officer [informant D] is responsible for case company’s compliance issues. The 
purpose of the interview was to identify the feasibility of the aimed study for the case 
organization and more importantly to obtain legal and compliance framework of the 
study. Due to the broad content of the interview questions, the interview was voice rec-
orded. The interview questions can be found from the Appendix 2. Stakeholder question-
naires was sent to Informant (b) and (f). Head of Division [Informant B] is responsible for 
case company’s division, and Sales Director [Informant F] is responsible for case organ-
ization’s product sales activities. The purpose of the questionnaires was to identify the 
current competitor analysis practices and its strengths and weaknesses. The question-
naires can be found from the appendix 3 and 4. Head of Business Unit [Informant A] is 
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responsible for case organization’s activities towards headquarters. The interview of In-
formant (a) was field noted. 
  
In addition to the interviews, observations were used as a data source for Data 1 collec-
tion. Since the researcher is working at the case company as Sales Manager, the partic-
ipant observations were conducted during a long period, and it has motivated the re-
searcher to conduct this study. According to Bryant et al. (2012: 51), the longer the ob-
servation period have been, the better it is to gain true insight of the problem. 
 
Finally, the case company internal documents were also utilized. The case company 
documents include internal as well public data. Internal data was analyzed and reflected 
competitor’s public data. Public data contain information about company’s compliance 
policy. 
 
Data collection 2 
Next, for Data 2 collection, the data was collected for building the Competitor Analysis 
(CA) Toolkit Proposal. The proposal of CA Toolkit data relies on multiple inputs: results 
of the current state analysis (Data 1): findings from existing knowledge and best practice 
(CF); and Data 2 which includes: researcher’s personal observations, stakeholder 
interviews. In addition to this input from the identified best practice, the stakeholders’ 
input (Data 2) was collected, shown in Table 4 below. 
 
Table 4. Data collection for the proposal building (Data 2).  
No Data Description Goal Time and how 
documented 
1) Stakeholder 
Interview 
[Informant F]: Sales 
Director. 
 
 
Presentation of the CA 
Toolkit Proposal for the key 
Stakeholders. Obtaining of 
feedback and freezing of 
the CA Toolkit. 
20.4.2016 
Field notes 
30 min 
2) Stakeholder 
Interview 
[Informant G]: 
Sales Engineer 
Presentation of the CA 
Toolkit Proposal for the key 
Stakeholders. Obtaining of 
feedback and freezing of 
the CA Toolkit. 
20.4.2016 
Field Notes 
60 min 
 
 
As seen from Table 4, Stakeholder interviews included two participants. The goal was to 
obtain stakeholder feedback from different viewpoints. The key stakeholders confirmed 
that the CA Toolkit proposal meets the case organization’s needs. It was also 
acknowledged by the informant (f) that the proposed conceptual framework of the CA 
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Toolkit can be easily adapted to other BU’s use. Based on that, freezing of the CA Toolkit 
proposal was made in 25th of April 2016.  The proposed competitor analysis tools and 
methods will be evaluated and selected according to business issue needs, in co-oper-
ation with relevant stakeholders. After freezing of the CA Toolkit, the third round of the 
study will begin, and the CA Toolkit will be tested with the real competitor data. The 
freezing is not final until the validation and feedback session is done.  
 
 Data collection 3 
In Data 3 collection, the data from testing CA Toolkit and validation was collected 
(Table 5).  
 
Table 5. Data collection of the testing and validation of the CA Toolkit. 
No Data Description Goal Time and how 
documented 
1) Validation of 
the CA 
Toolkit 
Conducting practical 
Competitor Analysis based 
on the frozen CA Toolkit and 
real business issue.  
To validate the 
usablility and the 
results gained 
from the CA 
Toolkit. 
04/2016 
Conducting 
Competitor 
Analysis 
2)  Collecting of public competi-
tor documents: Webpages, 
investor information, public 
databases  
To collect CA 
data from the 
dedicated data 
sources. 
03/2016 -04/2016 
Excel Sheet Table 
(internal data) 
3) Collecting 
Feedback 
Collecting feedback to vali-
date the robustness of the 
CA Toolkit and making final 
corrections. 
To obtain sugges-
tions and recom-
mendations for 
further improve-
ment. 
04/2016 
Initial Proposal 
was sent one 
week before the 
interview for the 
Informants F and 
G. Feedback was 
field noted during 
the stakeholder 
interviews. 
4) Stakeholder  
Interview 
[Informant G]: Sales 
Engineer 
Final presentation 
and collecting of 
feedback. 
05/2016; 30 min 
Field Notes 
5) Stakeholder  
Interview 
[Informant F]: Sales Director Final presentation 
and collecting of 
feedback. 
05/2016; 15 min 
Field Notes 
 
As seen from Table 5, CA Toolkit proposal was tested with the real business issue. The 
preliminary results were disseminated to the key stakeholders 28th of April 2016 and 
proposed reporting method has validated the Sales Director [Informant F]. 
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2.4 Reliability and Validity Plan  
 
Validity and reliability appear in many different forms. In this study, the focus is in validity 
and reliability concerns which are typical for a qualitative case study. Because threats to 
validity and reliability always exist and they can never be completely removed, the re-
searchers have developed methods to minimize invalidity systematically and maximize 
validity. It is suggested that reliability is a necessary but insufficient condition for validity 
in research; reliability is a necessary precondition of validity, and validity may be a suffi-
cient but not necessary condition for reliability. Therefore, the next Sections discuss 
firstly, how reliability threats, and secondly, how validity threats of this study are tackled. 
(Cohen et al., 2007: 133) 
 
Yin (2009: 45) argue that the reliability of the study increases if the study is well 
documented. If another researcher repeats the same case study by following the same 
procedures, the study should fall to same findings and conclusions. However, Quinton 
et al. (2006: 129) argue that the previously given definition is problematic in business 
and management research, as any social context involving people makes replication of 
research very challenging. In this study, the research focus is not solely on human be-
havior but rather on studying current competitor analysis methods and practices of the 
case organization. Human behavior is observed from the sharing of knowledge perspec-
tive only, and additional findings of the current state analysis are not directly related to 
the research objective. The additional findings, however, could be further studied. 
 
In this study, the reliability of the single-case study is planned to be ensured by using 
multiple data sources: company internal documents, internal databases, interviews, 
questionnaires, workshops, discussions with several stakeholders, and finally re-
searcher’s personal observations. The interviews are transcripted and can be found from 
Appendix 2. Questionnaires were sent via email to the Head of Division and Sales Di-
rector. The questionnaires can be found on Appendixes 3 and 4. The researcher’s per-
sonal observations were documented in the diary. The diary is available for case organ-
ization’s stakeholders. 
 
Cohen et al. (2007: 133) find that earlier versions of validity were based on a condensed 
view that the instrument measures what it is intended to measure. Presently, however, 
the term validity has taken many forms. Cohen has identified eighteen different type of 
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validity, including also so-called four tests validity types: construct validity, internal 
validity, and external validity. Yin (2009: 40) argue that four tests have become a 
common method for judging the quality of case study research designs.  
 
In this study, validity is planned to be ensured by taking the following steps. First, data 
collection instrument is based on multiple sources of evidence (construct validity), com-
pany internal documents, internal databases, interviews, questionnaires, workshops, dis-
cussions with several stakeholders, and finally researcher’s personal observations. The 
interview questions and questionnaires consist list of themes and questions that seek to 
cover the needs of current state analysis as extensively as possible. The transcripts of 
the interviews were validated and approved by the informants. The findings of the case 
study are reviewed for the key informants and validated. Secondly, the findings of current 
state analysis are explained using Competitive Intelligence value creation and benefits 
framework, to explain the current phenomena (internal validity). Lastly, the third threat 
test deals with the external generalization. Because, the aim of this study is to conduct 
a robust and dynamic CA Toolkit for the case organization’s use only, the researcher 
argue that judging of external validity is not necessary. 
 
Finally, the validity and reliability issues of this study are evaluated in Section 7, Discus-
sions and Conclusions. 
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3 Current State Analysis 
 
This section discusses the current state of competitor analysis (CA) practices of the case 
organization. The purpose of the current state analysis (CSA) is to identify in what extend 
and how competitor analyses are being conducted within the case organization. The 
current state analysis aims to find strengths and weaknesses of the current CA process. 
The findings of CSA is be used as the base of CA Toolkit proposal.  
 
3.1 Overview of the Current State Analysis Stage 
 
The goal fo the CSA was to evaluate the competitor analysis practices, tools and 
methods of the case organization, and finally to identify strengths and weaknesses.  
 
First, the current state had the goal to identify how sharing competitor data within the 
organization is done presently. It was of particular interest to reveal the employees’ role 
and how they are utilizing their competitor knowledge in their daily work. The case 
organization is not competitor-oriented, but the researcher observed that to be 
successful in daily business the case organization is sharing competitor data mainly 
mutually with others. The case organization also utilizes some mandatory data collection 
tools such as CRM On Demand and Business Intelligence databases. As a byproduct, 
the employees are sharing and generating a lot useful competitor data suitable for the 
further analysis. Lastly, it was observed that most of the identified CA activities are 
strongly influenced by the headquarters.  
 
Next, importantly, collecting data on competitors should be done legally and ethically. 
Thus, the CSA investigated the legal and ethical boundaries to understand what 
applicable laws should be followed. There are multiple of international and local laws to 
be considered because the business activities are not limited to Finland. The study of 
legal and ethical terms is limited to legal council’s and compliance officer’s interviews 
and their suggestions. Finally, the case company’s business conduct guidelines should 
also be followed. What was done in this respect is the CA Toolkit Practitioners Checklist 
(Appendix 8). Therefore, the study investigated the spirit of corporate business conduct 
guidelines. It was found that business conduct guidelines should be followed even if the 
local laws do not recognize or demand such guidelines.  
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Data 1 for the current state analysis was collected from several data sources: observa-
tions, stakeholder interviews, public/internal document analysis to evaluate strengths 
and weaknesses of the existing tools, methods, and practices. Data Collection 1 began 
by collecting observations. The data was collected as field notes right after the observa-
tion was done. As a result of observations, the available CA tools, methods and practices 
were identified. After the initial observations, interviews were conducted to understand 
better the reasons for current practices. In parallel, the internal company documents 
were analyzed to identify the robustness of the competitor analysis. The results of the 
CSA are discussed below. 
 
3.2 Findings from the Current State Analysis 
 
In this section, existing methods, tools, and practices of the case organization containing 
competitor information are analyzed.   
 
 Company Business Intelligence Process 
 
Business intelligence (BI) is a core function for the case company’s success. Business 
Intelligence is a systematic process that is conducted once per year in each region. 
 
Presently, the headquarters controls the BI process worldwide. The data is collected 
locally by each business unit, and the data is stored in standard form to a Web-based BI 
database. The data quality is validated from different perspectives and needs to be 
improved if conflicts have been identified. After validation, the data is frozen for one year. 
The BI data is used as HQ’s strategic framework tool. The regional organization has 
limited access to corporate-level BI data and analytics. Because the BI tool exist and it 
is mandatory, it should be considered while proposing a CA toolkit.  
 
Presently, the local responsibility of observing BI data belongs to Business Unit (BU) 
managers. The data collection method is mainly based on BU managers personal 
observations: historical data (i. e., business reports, Win/Loss analyzes), team interviews 
and finally broad assumptions. The BI tool contains limited competitor analysis, such as 
competitive positioning analysis, Win/Loss analysis, and SWOT analysis. The BU 
manager [Informant A] characterizes the current situation of case organization’s BI 
activities as follows:  
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“Currently, the HQ require that the business unit conducts the BI once per year. 
The database includes information about the local market. The market is 
divided into different industry segments: Transmission, Distribution, and 
Industry. Overall, the tool is future oriented, and the HQ is mainly interested of 
global competitors. Local competitors are optional. The BI tool is relatively easy 
to use, and informative, in case you are fully aware of your business and the 
given data is accurate.” (Informant A).  
 
To conclude all together, presently, the data quality of the BI tool is not verified with 
supportive methods and tools. Informant B characterizes the lack of robustness as 
follows: 
 
“Collection of competitor data and its analysis should be a dynamic and 
continuous process. In that way, the quality of BI data increases and the 
inputting of data becomes easier.” (Informant B).  
 
To conclude, the BI tool has a strong emphasis on future orientation including market 
and competitor positioning analysis. Finally, the BI include also Win/Loss analysis, which 
connects the BI tool with the Customer Relationship Management tool. 
 
 Customer Relationship Management (CRM) 
 
Although the acronym CRM refers strongly to customers, the CRM database contains 
useful competitor data. The case organization has been using Oracle’s CRM On Demand 
platform for few years. The platform is fully customized for the case company’s needs. 
The CRM On Demand is an excellent tool for daily business purposes. However, it offers 
only limited possibilities to maintain competitor data. The customized CRM On Demand 
is limited to a list of competitors, Win/Loss analyzes, and finally simplified SWOT 
analysis. Adding of competitors and updating of Win/Loss data is mandatory for all CRM 
users within the case organization. Informant (f) did formulate the current situation and 
the importance of CRM On Demand for the case organization as follows: 
 
“Its importance will increase the more relevant information it contains… the 
current amount of competitor data is still fairly limited. ” (Informant F). 
 
Presently, the quality of data in CRM On Demand platform is being controlled on a weekly 
basis. The CRM On Demand fails on the support of data analytics, because frontline 
sales and marketing employees have no access to up-to-date CA analytics, and thus 
provides only a little help to make robust and dynamic competitor analysis. Based on the 
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Informant’s (f) comment it can be concluded that competitor data has not been focus 
areas of CRM On Demand data management. Finally, the Oracle’s CRM on Demand 
remains a key data input tool for Sales and Marketing employees.  
 
 Net Promoter Score ™ (NPS) 
 
Net Promoter Score methodology refers to customer loyalty survey. However, the case 
organization could utilize NPS Surveys for the competitor’s customers for benchmarking 
purposes. Thus, the NPS survey, if organized cleverly, could be a potentially good source 
of customer value data generated by the competitor. Net Promoter Score is a simple and 
relatively new methodology to measure the loyalty of a company’s customers. It has be-
come very popular, and many global companies already adopt it. Because companies 
want to be customer focused, the NPS offers a simple way for companies to evaluate 
success with their peers (Reichheld, 2003). The original NPS question to be addressed 
for the customer is: How likely is it that you would recommend our 
company/product/service to a friend or colleague? The case company, however, has 
added some more voluntary questions to be answered. The additional questions may 
vary year after year, and they usefully contain competitor related questions. 
 
Presently, the headquarters conducts a global customer loyalty survey once per year. 
The survey is based on Net Promoter Score methodology. According to corporate’s pub-
lic goal is to improve the NPS overall score by at least 20%. The case organization 
chooses the customer candidates for the survey, and the headquarters conduct the 
interviews. The case organization receives the results of the methodology at the end of 
the fiscal year. The results include the final NPS score, analysis of the survey, and the 
interview data. The researcher found that the value of NPS survey for the case organi-
zation seems to be unclear: 
 
“Probably, it has been studied somewhere that what is the benefit of the NPS 
surveys in its entirety… I believe that the NPS surveys are in the long run 
beneficial.” (Informant F) 
 
The remaining key question is what could be the value of NPS survey for the case 
organization, particularly from competitor analysis perspective? To answer the question, 
the researcher rely on NPS practitioner’s interview published in Marketing News on 
September 2015: 
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“Because the NPS process is standardized, you can compare your results from 
period to period, and from company to company, Zimmerman says. “You can 
do a search on the Web and get Net Promoter Scores from companies in your 
industry, and get a sense of where you stand, and whether you are above or 
below target with your peers.” (Birkner, 2015: 14) 
 
As marketing specialists, Andy Zimmerman says, the NPS Scores can be benchmarked 
with peers within the same industry. According to Birkner (2015: 14), the secret of NPS 
customer loyalty survey lies in its simplicity, but its findings require more follow-up. The 
NPS survey results and further feedback discussions with the customer can be an 
invaluable source of customer value strengths and weaknesses of the competitor. The 
recently conducted NPS results and customer feedback was analyzed and utilized while 
conducting Competitor Profile Matrix (Section 5.5.2). Thus, customer’s possible free 
comments on competitors should be collected for the competitor analysis purposes. 
More information about NPS methodology can be found from Appendix 7. 
 
 Battle Cards 
 
The case company’s headquarters maintain battle cards to support sales and marketing 
activities. The term battle cards are also known as Unique Selling Propositions (USPs) 
or as Fighting Guide. Typically the battle cards provide detailed product comparisons 
and their strengths and weaknesses.The battle cards can also contain application based 
knowledge. 
 
The researcher finds that battle cards are an effective way to share knowledge and 
educate sales people about the competition. The battle cards are an important source of 
competitor information, and they could also be a very useful source of information while 
conducting other competitor analysis methods. Currently, the battle cards are accessible 
to the sales manager and BU manager. 
 
 Ad-hoc Surveys and Benchmarking 
 
Occasionally, surveys and benchmarking studies are being organized by the 
headquarters which can be considered to be as one important part of competitor analysis 
data. The surveys and benchmarking studies are based on multiple methods: interviews, 
questionnaires, and benchmarks. They are useful sources of competitor data in case the 
final analytics is shared with the local company. 
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The headquarters conducts the ad-hoc surveys. However, the survey results are shared 
with the case organization. The surveys can give valuable information about case 
organization's competitors and competitive position. 
 
 Trade Shows, Seminars, and Conferences 
 
The case organization participates in certain trade shows in Finland. Trade shows are 
excellent and efficient sources of primary competitor data. However, it was observed that 
the case organization has not conducted any data collection strategy during the previous 
trade show events. The researcher conducted the first trade show analysis and reported 
in February 2016. Informant (f) described the act of opening as follows: 
 
“The latest SähköTeleValoAV report was a good start. It should always be done 
in this way ...” (Informant F) 
 
The first trade show report is being shared with case organization’s sales team and man-
agement. The data collection included many data from different perspectives such us 
competitors, customers, and trends.  
 
Seminars and conferences are good sources of competitor data. Currently, there is no 
evidence that such data is systematically collected or reported. It was also observed that 
seminar and conference materials are not collected in the one place for others use or 
analysis. 
 Other Sources, and the Current Process and Tools of Conducting Competitor 
Analysis  
 
Currently, the case organization does not conduct in-depth and systematic up-to-date 
Competitor Analysis. Informant (b) did shape the current situation as follows: 
 
“…at most once per year due to (mandatory) Marketing Intelligence process. 
The responsibility belongs to division management/ BU Manager. However the 
involvement of sales may be needed on request.” (Informant B). 
 
“Currently, the competitors are monitored mainly at HQ level only. However, 
certain sales project specific competitors may be analyzed. Typically we are 
interested in competitor’s resources, capabilities, and their pricing policy.” 
(Informant B). 
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Based on the Informant (b) comments it looks that currently there has been a need for 
operational level competitor analysis to support decision making during the tendering 
phase. When asked, “Does the headquarter demand any local competitor analyzes be 
conducted”? Informant (b) answered as follows: 
 
“The Headquarters do not demand from us anything else but conducting of 
Marketing Intelligence, and participation to some specific competitor analyzes.” 
(Informant B). 
 
Despite the fact that competitor analyzes are not conducted within case organization, 
data sharing on competitors occurs in many forms. The researcher found that mutual 
links between internal stakeholders did exist while obtaining competitor data. The data 
sharing can occur by accident (listening) and in many different situations such as lunch 
breaks, coffee breaks, and formal meetings. Competitor data may also be randomly 
shared via email between internal stakeholders. The competitor data is either not shared 
nor collected systematically within the case organization: 
 
“Competitor data should be collected and shared via the CRM On Demand 
database. The system is relatively new, and it is questionable that is the existing 
data reliable or not.” (Informant F). 
 
Based on the observations and interviews the discussions about competitor’s goals, tac-
tics, capabilities, and assumptions do occur casually. When asked, “What other compet-
itor analysis processes and tools are available within the case organization”? Informant 
(b) answered as follows: 
 
“We do have some tools and processes available for sharing competitor 
information: MI, CRM On Demand, Sales Review (monthly basis), Management 
meeting (Quarterly basis), and the Nordic Sales Director Live Meeting (monthly 
basis).” (Informant B). 
 
The information, however, is shared mainly at management level only. After further non-
formal discussion with Informant (b), it became clear that HQ maintains extensive com-
petitor and market database called Monitor. After further clarification, it was found that it 
contains all kind of up-to-date competitor analyzes and competitor news from all over the 
world. The system could be very useful when general competitor and market data is 
required. Unfortunately, it does not offer case country specific competitor data. Further-
more, the database requires user rights.  
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To conclude altogether, the Monitor database could one be the most useful and practical 
source of competitor data for the case organization. Informant (b) suggest that the case 
organization should regularly collect competitor data from many different perspectives. 
Firstly, from new products and trends, and what is coming up. Secondly, market prices 
should be updated and analyzed once per month. Thirdly, everything what competitors 
do and contribute to their success should be analyzed. Fourthly, competitor’s assump-
tions about market and future. The process of data collection and analysis should be a 
dynamic process, and after all the overall process should increase the data quality of BI 
database. Finally, data collection and competitor analysis should be done legally and 
ethically. Legal and compliance perspectives will be discussed in next section. 
 
3.3 Impact of Business Conduct Guidelines on Competitor Analysis Practices 
 
Collecting of competitor data is fully legal if done ethical manner. However, there are 
several pitfalls which should be taken care of before planning a systematic Competitor 
Analysis Toolkit. The aimed competitor analysis toolkit must comply with applicaple laws 
and company’s business conduct guidelines. 
 
 Legal Perspective 
 
According to case company’s Senior Legal Counsel, any data which is stored in the 
database, shall not be in any conflict with “Kilpailulaki” - Competition Act (No 948/2011, 
as ammended), “Henkilötietolaki” - Personal Data Act (523/1999, as ammended), and 
“Laki sopimattomasta menettelystä elinkeinotoiminnassa” - Unfair Business Practices 
Act (1061/1978, as ammended). It was also expressed that similar laws may vary a lot 
between different countries:  
 
“… it has to be considered for which purpose the collected data is going to be 
used. It is also to recognize that similar laws within different countries may vary 
a lot, and sharing of information between different countries may lead to 
conflicts of laws.” (Informant C) 
 
Thus, any data which is stored in the database, shall not be shared with other countries 
without Legal Officer’s notice.  
 
The Competition Act (No 948/2011, as ammended; Chapter 2), contains strict 
information on anti-trust issues: 
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“The case company’s employee must not agree, obtain nor store any 
information which may be in conflict with anti-trust laws.” (Informant C) 
 
The case company’s Business Guidelines acknowledge that anti-trust evaluation can be 
difficult because the laws and rules can differ between countries. The guidelines of fair 
competition and anti-trust laws is summarized as follows: 
 
“… employees may not obtain competitive intelligence by using industrial 
espionage, bribery, theft or electronic eavesdropping, or communicate 
knowingly false information about a competitor or its products or services.” – 
(Corporate Business Conduct Guidelines, p.8) 
 
The Personal Data Act has a direct impact on Competitor Analysis Toolkit proposal. Sen-
ior Legal Counsel encapsulates the requirement of law as follows: 
 
“… collecting and storing of any kind personal or natural person data in the CA 
database is prohibited without notification to the Data Privacy Ombudsman.” 
(Personal Data Act, 523/1999, Chapter 8, p.10) 
 
In other words, the collecting of personal data on competitor analysis purposes is not 
recommended and also principles for the allowed purpose must be observed. The third 
law which shall be considered while collecting competitor data, and conducting Compet-
itor Analysis is called Unfair Business Practices Act (1061/1978, as ammended). Accord-
ing to Senior Legal Counsel, the law contains some limitations: 
 
“… the law contain rules of usage of confidential data and trade secrets. Such 
data shall not be either obtained nor stored by any means. For example, a new 
employee who used to work for a competitor, shall not be used as a source of 
information.” (Unfair Business Practices Act, 1061/1978, Section 4). 
 
Finally, it is worth to mention that there is a law called “Laki viranomaisten toiminnan 
julkisuudesta” - Act on the Openness of Government Activities (621/1999). The law gives 
the opportunity to obtain certain public competition data legally, such as evaluation 
criteria and overall price. 
 
 Compliance Perspective 
 
The case organization’s employees shall comply business conduct guidelines and 
corporate compliance rules which are available in English and partly in Finnish. The 
business conduct guideline is a public document, and can be downloaded by anybody 
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via the case company’s internet pages. The Business guideline is divided into multiple 
Sections. There can be found detailed information about the following key categories: 
Basic Behavioral Requirements, Treatment of Business Partners and Third Parties, 
Avoiding Conflicts of Interest, and Handling of Information.  
 
The case company is committed to being a responsible company. Robust compliance 
system is one of the a key elements of company’s success. The company has zero 
tolerance for corruption and violations of the principles of fair competition. The case 
organization’s compliance system, which aims to prevent such violations, is divided into 
the three main categories: Prevent, Detect, and Respond. Following this approach, the 
system's main goal is to prevent incorrect behavior of company’s employees and 
managers. All employees and managers shall regularly update the knowledge of 
compliance related topics using training and communication.  
 
The case company has not yet conducted systematic Competitor Analyzes in Finland. 
Because the making of competitor analysis is not without risks, it is essential to identify 
all possible risks as early as possible. After identification of possible risks, action plans 
how to prevent compliance violations should be made. Finally, the compliance officer did 
express, during the interview, the importance of preventive actions and the training. 
Compliance related guidance and support can be requested from the local Compliance 
Officer. The CA Toolkit should be made in a manner that the data is well protected, and 
the instructions for use are clear for those who has access to the competitor information.  
 
To conclude all together, the company rules do not deny collecting and analyzing of 
competitor data if done legally and ethically. First, the CA Toolkit practitioner shall not be 
guilty of industrial espionage, nor practice antitrust activities. Second, it is not allowed to 
obtain or collect confidential competitor data by any means. Finally, in case the company 
has access to data which is under the control of Non-Disclosure Agreement (NDA), the 
information must not be shared nor used.  
 
3.4 Summary of Key Findings from the Current State Analysis 
 
The case company’s management system is hierarchic, and the same system is applied 
throughout the corporation. The advantage is that the corporate acts in a similar manner 
all over the world. The disadvantage is that it inevitably leads to certain over bureaucracy 
in small organizations and thus limits the capacity of organizational creativity. The 
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second disadvantage is that reporting are mainly done from down to upwards, and 
organizations have only limited access to analytic data. Paradoxically; a robust and 
effective competitor analysis, require a wide access to data.  
 
The findings of Data Collection 1 show clearly that the case organization’s current atti-
tude on competitor analysis has been reactive. According to key findings, the competitor 
analysis has not played an important role in the case organization. Figure 2 illustrates 
the case organization’s current CI value creation and benefits process. The CI value and 
benefits framework is described more in detail in Section 4.1.1.  
 
 
Figure 2. The Case organization’s current CI value creation and benefits process. 
 
As it can be seen from Figure 2, the first challenge of the current state is that there exist 
a small gap of competitor information sharing between the frontline sales team and the 
organization’s management. The sales director is the only link between the management 
team and the frontline sales time. The Head of Division conducts Monthly Info Sessions 
for the whole organization once per month. Monthly info sessions could be an excellent 
event for sharing management's insights of the competitive situation, and define 
business issue(s) for the further competitor analyses.  
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The second challenge within the case organization is that competition related data and 
information are available in many places and different forms: databases, minutes of the 
meeting, etc. More importantly, the information is being protected and shared with 
different stakeholders. None of the stakeholders has full awareness of the internal data 
sources, and it thus may hinder the company effectiveness. The researcher suggests 
that the competitor analysis data and information gaps and needs of the internal 
stakeholders should be analyzed. Wolter (2011:196) suggest that the company should 
have process owner who is responsible for overall competitive intelligence process hav-
ing access rights for relevant data sources. It leads to the second challenge. 
 
The third challenge within the case organization is that currently there is no systematic 
process for collecting and analyzing competitor data. Case organization’s senior legal 
counsel [Informant C] and compliance officer [Informant D] suggest that the aimed CA 
Toolkit should be restricted and well guided (Section 3.3).  
 
As for the Opportunities, Presently, the case organization utilizes several practices which 
contain invaluable competitor data. Most promising practices from CA perspective are 
the utilization of BI tool and Win/loss analyses. The NPS® Survey can also give indirect 
information about the competitors. More proactive use of these data sources can help 
the case organization to make better insights of the competitors and the overall 
competition. The researcher suggests that the existing tools shall be used more 
systematic and efficient way by synthesizing the information gathered from the existing 
data sources. The case organization utilizes already competitor-oriented tradeshow 
reports. Trade show reports can be very useful when conducting competitor analysis. 
There are also tools like “Battle Cards” which can increase the knowledge of competitors 
strengths and weaknesses and support decision-making in micro level. To conclude, 
many useful CA related practices and data sources exists.  The key challenge is to 
change the case organization’s mindset from customer-orientation to market-orientation. 
Market-orientation assimilates the strength of customer-orientation and competitor-
orientation.  
 
Relying on the findings of the CSA, the next section discusses the on-going scholarly 
conversation on competitor analysis from different perspectives. Finally, the initial 
proposal of CA Toolkit process with tools is proposed in Section 5.  
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4 Existing Knowledge on Competitor Analysis 
 
This section discusses the on-going scholarly conversation on competitor analysis from 
different perspectives. The literature review process guided itself to seek answers to the 
following key areas: first, overview the topics discussed in the ongoing scholarly 
conversation on competitor analysis. Second, discuss the significance and benefits of 
gaining competitive intelligence. Third, discuss relevant methods and tools for 
conducting a robust competitor analysis. Fourth, discuss best practice of conducting a 
possible robust competitor analysis system.  
 
4.1 Definition of Competitor Analysis 
 
According to Hitt, Ireland & Hoskisson (2013:61); IMA (1996:1) an effective competitor 
analysis (CA) means gathering data and information that can support the company better 
understand its’ competitors’ intentions and strategic implications from them. CA is 
needed to support decision-making at all levels of the organization. According to Sharp 
(2009), decision-makers do need information from different sources and, perspectives, 
being able to minimize competitive environment risks and to avoid surprises. Thus, it is 
important to acknowledge that CA presents just one important piece of the complex 
competitive environment puzzle.  
 
Use of different sources and possible insights made out from it leads to Competitive 
Intelligence (CI). Sharp (2009:95) argue that “information is a commodity that is available 
to all, including competitors.” The case organization must use right sources of data and 
have the right information to turn it into competitive intelligence advantage. Sharp 
(2009:94) suggest that after collecting and analyzing of information, the analyst should 
collect even more information and make new conclusions derived from additional 
information. After all, good CI leads to concrete actions. According to Fleisher and 
Bensoussan (2015:30), the levels of decision-making can be divided into micro, 
operational, tactical, and strategic decisions. Successful competitor analysis requires 
that the level of competitor analysis satisfy decision maker's needs. The next section 
discusses various needs of decision-makers. 
 
Frontline sales engineer might be interested in statistical Win/Loss analysis data, or how 
the competition will react to specific events. Middle management may be interested more 
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in the functional level analyses, such as customer value monitoring and benchmarking, 
while the senior management may be interested in intense of specific industry and 
competitor profile analyzes. The CA system follows the generic CI process. The overall 
CI process and its relation to aimed CA Toolkit are explained in the following Sections. 
 
 Competitor Analysis as Part of Competitive Intelligence  
 
Competitor analysis is just one important piece of the complex competitive environment 
puzzle. According to Sharp (2009:38), the competitive environment consists of all the 
elements that impact the company’s success – customers/buyers, suppliers, substitutes, 
new entrants, competitors, distributors, regulators, technology, the economy, other 
industries, demographics and culture/societal issues. According to Porter (1979; 2008), 
the first five pieces of the puzzle are “forces” (also known as Porter’s five forces), and 
the remaining elements are typical examples of possible “factors.” Figure 3 shows the 
entire competitive environment puzzle. 
 
 
Figure 3. The Entire Competitive Environment (Sharp, 2009:38). 
 
Competitor Analysis has a narrower focus than competitive intelligence (CI). The CI, 
however, has a broader scope, and it thus assimilates all of the competitor analysis. 
(IMA, 1996:1)  
 
A generic Competitive Intelligence process can be divided into five different phases: 1) 
Identifying information needs, 2) Information gathering, 3) Processing and analysis, 4) 
Dissemination and sharing, and finally 5) Utilization. (Vuori, 2011)  
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The competitor analysis typically ends to the communication of the results and Findings. 
On Figure 4 below the process is simplified even more to four phases only: Plan- Do-
Check-Act.  
 
 
Figure 4. Competitive Intelligence Process (IMA, 1996). 
 
The next Figure 5 illustrate the idea of CI Value and Benefits Framework. As seen from 
Figure 5, the value received from Competitive Intelligence (CI) and the range of benefits 
types is visualized. The arrow (Sharing-Collaboration-Innovation) represents the 
dynamics of the company conducting systematic competitor intelligence programs. 
Upper right corner (innovation) represents the highest possible level of dynamics and 
value of the framework. The lower left corner (sharing) represents the lowest level of 
dynamics. In practice, sharing occurs when information and knowledge are shared 
among employees. The middle level of dynamics is called collaboration. Collaboration 
occurs when employees begin to share their activities, processes, and accountability for 
daily business and deliverables. The x-axis represents the tactical and strategical areas 
of benefits. The y-axis represents the benefits areas of job effectiveness, company 
effectiveness, and support of strategic direction. (Wolter, 2011:190) 
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Figure 5. CI Value and Benefits Framework (Wolter et al. 2011: 190). 
 
Concluding altogether the competitor analysis should follow the generic competitive in-
telligence process (Figure 5). The goal of competitor analysis should be to support better 
decision-making by minimizing risks, avoid surprises, and even grow the current busi-
ness with innovations, derived from competitive intelligence. The key for successful com-
petitor analysis is information and sharing. (Sharp, 2009). Vuori (2011:45) synthesizes 
the value of information for the decision-makers by stating that information can create 
competitive advantage if the information is understood, the information is relevant, timely, 
reliable and cost effective, and finally if the information helps the company to outperform 
its competitors. The next Section will discuss the requirement for competitor analysis 
from competitive advance and customer value perspective, and when CA should be 
conducted. 
 
 The Case for Competitor Analysis 
 
A common mistake of many organizations is to make a competitor analysis too broad or 
narrow. Researchers and business practitioners believe (Porter, 2008; Sharp et al., 
2009) that focusing on just competitors do not make sense. There are, however, many 
opposite arguments why conducting of competitor analysis is reasonable. Thus, the aim 
of this section is first, to demonstrate the need for CA by discussing root causes of the 
competitive advantage and the customer value and their relations on CA needs. 
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Secondly, to discuss corporate Governance impact on CA. The last section will 
summarize the most useful cases for competitor analysis. 
 
According to Jack Trout (BUSINESS TODAY, 2015), the companies must differentiate 
from its competitors. He continues by stating that the company without differentiation has 
price as a tool only. Iain Ewing (2003) argue that the infrastructure goods are so-called 
necessity purchases for the customers. Without a monopoly, proprietary technology or 
small premia, such as product quality, service quality or the reliability of delivery, the 
price will become a most determinant factor. In this study “small premia” is understood 
as Critical Success Factors (Section 4.3.2). The companies should rigorously maintain 
and capitalize its competitive advantages and continuously analyze what current CFSs 
are. To avoid blind spots, regular competitor analysis is necessary. One of the perspec-
tives is to examine the competitive landscape from the eyes of customers. Firstly, the 
competitive advantage and the 3C model, and secondly the Customer Value Triad 
Models is explained. Finally, their relation into the Business-to-Business (B2B) customer 
loyalty is discussed. 
 
The Japanese researcher Kenichi Ohmae has developed a 3C’s model (Customers-
Competitors-Company), which well explain the sources of sustained competitive 
advantage. The model suggests that the companies should differentiate itself, in the eyes 
of customers, from its competition, and finally the company should be able to operate 
with lower cost than the competition (Christopher, 2011:4). The 3C’s model is shown in 
Figure 6. 
 
Figure 6. Competitive Advantage and the three C’s Model (Christopher, 2011:6). 
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The model suggests that the company needs to focus on the maximization of its 
strengths. In practice, the company can influence the functional areas of the competition. 
Differentiation strategies of the certain functional areas can help the company to 
outperform the competitors. The importance of functional areas, such as brand image, 
products, services, innovativeness, and many others, does vary from industry to industry.  
(Van Viliet, 2009). 
 
The second model called customer value triad describes the analogy between the 
following functional areas: product quality, service quality, and the value-based prices. 
When all of the three functional areas are in balance, then customer value can usually 
be achieved. (IMA, 1996:16). The Customer Value Triad model is shown in Figure 7. 
 
 
Figure 7. Customer Value Triad Model (IMA, 1996:16).  
 
An assessment of Customer Value Triad strengths and weaknesses of the competitor 
could help the case organization to outperform its competitors. According to IMA 
(1996:17), customer value analysis is a critical aspect of competitor analysis and 
competitive intelligence process. The next Section discusses corporate governance 
impact on competitor analysis. 
 
According to Börch (2007), corporate governance refers to the way companies are 
controlled and operated. Generally speaking, the corporate governance systems of the 
western world can be divided into two categories: stakeholder and shareholder systems.  
In stakeholder systems, the company executives have the power which is strictly 
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controlled by the major shareholders who are committed to long-term strategies. In 
shareholder systems, the shareholders have the power. The main goal of executives is 
to maintain and maximize the share price rigorously. Those companies which are 
adopting shareholder systems tend to be more flexible regarding used strategies. The 
German corporate governance model relies typically on stakeholder systems. A robust 
CA toolkit should consider, depending on the business issue(s), which of the generic 
corporate governance models the competition conducts. If the competitor conducts 
shareholder model as described above, the competitor most likely relays more on 
expanding shareholder’s short and mid-term value. Shareholders also require frequently 
in-depth information about the company’s state. Such information including date of the 
event can be easily obtained from the competitor’s internet pages. Following this 
approach, the case company could create an event-based timeline. The timeline could 
help the case organization to estimate when event-driven data collection competitor 
analysis should take place without any delays. (Börch, 2007: 15-17). 
 
Finally,  the case organization shall not spend all its time focusing on competitors. Kotler 
et al. (2009:354) argue that a strong competitor orientation can make the company too 
reactive, and, more importantly, the company may not move toward its goals. Competi-
tor’s focus and a strategy are likely not the same as yours, and the competitors make 
mistakes (Sharp, 2009 61; 65). The case organization should be market-oriented, 
meaning that the company is in good balance with customer and competitor orientation 
perspectives. According to Sharp (2009: 66-67) experience, competitor analysis can be 
useful for the companies quite a few reasons, as shown in Table 6 below.  
 
Table. 6. Usefulness of Competitor Analysis based on practical experiences (Sharp, 2015). 
Case Reason Description 
1. When planning to enter an existing 
industry as a new rival. 
What is the attractiveness of the market, 
and barriers to entry? 
2. Technology forecasting and analysis What are the competitor’s offerings, and 
strengths & weaknesses of them? 
3. Mergers & Acquisitions (M&A), and 
other significant events 
Will the competitor focus more on internal 
challenges than its customers? Will the sig-
nificant events create new opportunities of 
threats for you? 
4. Industry structure and competitor 
profile analysis 
What are the driving forces and factors of 
your industry? 
5. Investor Relations Attractiveness of business 
6. Critical Success Factors Analysis What makes your competitors successful? 
7. Win/Loss Analyses Why your customer is buying from your 
competitor and not from you? 
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Case 1 and Case 5 are not important for the case organization because the case 
organization is not planning to expand the business to new business areas and the case 
organization is not responsible for investor relations. Other reasons for conducting a 
competitor analysis, however, are relevant for the case organization. An interview with 
Head of Division [Informant B] acknowledges that the case organization is lacking 
technology forecasting and analysis the second case. Global competitors are 
continuously changing the strategies, and major mergers and acquisitions (M&A) occur 
regularly. Sharp (2009) puts the importance of competitor analysis by saying that 
anything competitors do, that contributes to their success, is important to recognize and 
analyze. Finally, there are also other broader opinions for competitor analysis  
(McGonagle and Vella et al. 2012). However, to keep the areas of CA reasonable the 
proposed CA Toolkit rely on the insights shown in Table 6. The next section will discuss 
competitor analysis methods and techniques more in detail. 
 
4.2 Competitor Analysis Methods and Techniques 
 
The Rich amount of methods and techniques have been developed during the last dec-
ades to support the decision making. The tools, methods, and techniques help the indi-
viduals and organizations turn data and information into competitive intelligence 
(Fleischer and Bensoussan, 2015). These tools, methods, and techniques can be 
categorized as strategic, product-oriented, customer-oriented, financial and behavioral 
(IMA, 1996:9). Choosing of tools, methods or techniques depends on the defined 
business issue. Typically the analyst has to use a combination of several tools, methods, 
and techniques to conduct an effective competitor analysis because they are developed 
for specific purposes and cannot thus give answers for all questions under investigation. 
 
 “Five Forces” Industry Structure Analysis Method 
 
Porter (2008) published in 1979 his first and revolutionary article “How Competitive 
Forces Shape Strategy”. The biggest insight of article was identifying of five competitive 
forces (Competitors, Buyers, Suppliers, New Entrants and Substitutes) that influence on 
any firms’ competitiveness and profitability. The insight has helped many firms to 
understand better their industries while shaping firms’ strategy. During the last three 
decades, the scholarly conservation has been very intense. According to Porter, the 
classical article “The Five Forces that Shape Strategy” has been misunderstood in many 
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ways. For example, other visible attributes than five competitive forces 
(Customers/Buyers, Suppliers, New Entrants and Substitutes) have been commonly 
used as additional forces. Porter find that these are rather fleeting factors than forces. 
Therefore, a major revision of the article was published in 2008. Revised article highlights 
common pitfalls and shares practical instructions how to conduct the industrial analysis 
in a robust manner. 
 
Awareness of the five forces that shape strategy could help the case company under-
stand the structure of its industry and its stakeout position. Comprehensive analysis of 
industry structure is not the core objective of this study. However, it is of the essence to 
understand and bear in mind the five forces: industry rivals, buyers, suppliers, potential 
entrants, and substitute products. Overall results of these five forces and their mutual 
importance define the industry structure. If these forces are not well defined, the danger 
is that competition analysis is made too narrowly, as it occurred among today’s direct 
competitors (Porter 2008: 92).  The five forces method is illustrated in Figure 8. 
 
 
 
Figure 8. The Five Forces That Shape Industry Competition (Porter. 2008: 80). 
 
Porter (2008) argue that industry structure drive competition and profitability, not whether 
an industry is emerging or mature, high tech or low tech, regulated or unregulated. To 
understand High Voltage Product business competition and profitability, the underlying 
structure of the industry regarding the five forces must be analyzed. Finally, Porter (2008) 
37 
 
summarize in his revised article that understanding the competitive forces, reveals the 
roots of an industry’s current profitability. He continues by stating that it also provides a 
framework for anticipating and influence competition over time. High Voltage Product 
business is done globally and in this study, the object should be to identify what forces 
plays a most important role in the case organization. Awareness of changes in 
competitive forces could help the case organization to avoid and react to critical 
challenges, such as intense of competition, profitability, and new industry requirements 
- timely.  The five forces are explained shortly below: 
 
Rivalry among existing competitors occurs every day, and it describes the intensity of 
competition. As it discussed in Section 4.1.2, all companies are continuously trying to 
find ways to differentiate, and seeking ways to obtain sustainable competitive 
advantages. If not done so, the rivalry can be destructive to industry’s profitability.  
 
The threat of new entrants is determined by the entry barriers. Entry barriers define the 
level of challenges experiencing those companies aiming to entry into the industry. 
 
The threat of new substitute products or services: describes the risk and disruption of 
existing or potential substitutes.  
 
Bargaining power of suppliers refers to the ability of the suppliers to influence delivery 
times, quality and prices.  
 
Bargaining power of Buyers refers to purchaser’s ability to negotiate and force down the 
prices. Buyer can also define the industry structure by determining the tender require-
ments. (Porter, 2008). 
 
 Framework for Competitor Analysis 
 
The previous section discussed Porter’s (2008) industry structure method. In this section, 
Porter’s (1980; 1998) framework for competitor analysis is discussed. The competitor 
analysis framework comprises of four diagnostics elements: future goals, current 
strategy, assumptions, and capabilities. Analysis of these four elements will allow an 
informed prediction of the competitor response profile. The key questions are shown in 
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the competitor’s response profile box. Figure 9 illustrate the element of competitor 
analysis. 
 
 
 
Figure 9. The Elements of a Competitor Analysis (Porter, 1980: 49). 
 
Analysis of competitors future goals is very important part of the overall competitor 
analysis for many reasons. A knowledge of goals may give valuable information about 
how satisfied the competitor is with its current situation. Some good examples of goals 
could be the present position, financial results, profitable growth and market share. The 
analysis of future goals will help to predict how likely the competitor is to change the 
strategy and vigor with which it will react to outside events or moves of another firm. 
(Porter 1980: 50-53). 
 
Competitor’s corporate level goals may be found from the Annual and financial reports. 
Other possible sources for searching goals are vision statement and analysts reports. 
The knowledge obtained from annual reports or other public events like investor relation 
meetings should be used and analyzed with great care. For example, public media 
discussions may be used to communicate aimed actions and thoughts of current 
competition. That is a legal way of sending signals to competitors, and it is known as 
competitive tactics and more precisely signaling. One common purpose of signaling is to 
avoid costly misunderstandings, but signaling may also be used for bluffing purposes. 
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Financial reports, however, are trustworthy sources of information. Finally, according to 
antitrust laws; direct competitors are not allowed to discuss under any circumstances 
about the prices or market strategies directly. (Silbiger, 2008: 345-347). 
 
To understand, what drives the competitor, next, Competitors assumptions needs to be 
analyzed.  Analysis of competitors assumptions falls into two major categories: first, the 
competitor’s assumptions about itself; second, the competitor’s assumptions about the 
industry and the other companies in it.  
 
Every company has a set of assumptions such as the market leader, customer-oriented, 
cost-leader and many others. One of the main tasks of examining the competitor’s 
assumptions is to identify possible blind spots. The identified assumptions may guide the 
company to predict how the competitor behaves and the way how the competitor reacts 
to events. McKinsey & Company has been studying the competitive behavior in late 
2000. Coyne and Horn (2009) published an article “Predicting Your Competitor’s Reac-
tion” in Harvard Business Review on April 2009. According to study, only a few 
companies undertake competitor analysis seriously.  Based on the study, the main 
reason for this is that companies find most approaches suspect or too complicated. More 
importantly, the study shows that most companies respond fairly predictably to moves 
such as new-product launches and price changes. The next section discusses how to 
utilize the technique. 
 
According to Coyne and Horn (2009: 92), only three questions should be considered to 
predict competitor’s reaction. The three questions are shown in Table 7. 
 
Table 7. Predicting Competitor’s Reaction (Coyne and Horn, 2009: 92). 
No The Three Questions Yes/No 
1. Will the competitor react at all?  
2. What options will the competitor actively consider?  
3. Which option will the competitor most likely choose?  
 
These questions will help the company to predict competitors next strategic move. The 
first question is most critical one – Will the competitor react at all? The authors of the 
study suggest that the first step in analyzing a competitor’s reaction is to find out the 
likelihood of no reaction. It can be done by asking additional four questions. The ques-
tions are shown in Table 8.  
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Table 8. Analyzing of Competitor’s Reaction (Coyne and Horn, 2009: 92). 
No Address the Likelihood of No Reaction Yes/No 
1. Will your competitor see your actions?  
2. Will the competitor feel threatened?  
3. Will mounting a response be a priority?  
4. Can your competitor overcome organizational interia?  
 
If any of the answers is “yes” then there is an increased chance that the competitor will 
react. Competitor’s corporate level assumptions may be found from the Annual reports 
and investor relations services. By interprepting the statements of the current strategy of 
the competitor, it is possible to analyze its key operating policies in each or selected 
functional area of the business.  
 
Now, before the Competitor’s response profile can be formed the second key question 
of Porter’s CA framework needs to be analyzed (Figure 9). The second key question  
relate to the followingtwo elements. 
 
First, the current Strategy statement needs to be analyzed. To draw a good picture of 
competitor’s current strategy require time and data from different sources. It is important 
to identify what the competitor says (signaling) and what the competitor is doing in prac-
tice. General information on competitor’s strategy can be found from Annual Sharehold-
ers Meeting (ASM) documents. What competitor is doing in practice require more efforts 
as the drawing of picture require the collection of data from different sources and pro-
ducing of actionable intelligence. According to ©NetMBA.com (2002-2010), relevant 
sources for obtaining data from concrete actions are hiring actions, R&D projects, capital 
investments, marketing actions, strategic partnerships and finally Mergers & Acquisi-
tions. 
 
Next, the current Capabilities of the competitor needs to be analyzed. According to 
©NetMBA.com (2002-2010) competitor’s resources and capabilities determine the com-
petitor’s ability to respond rivals actions effectively. According to Porter (1980: 63), com-
petitor’s capabilities can be analyzed according to its strengths and weaknesses. Porter 
(1980: 64-65) lists several functional areas such as supply chain, marketing and selling, 
overall costs, and organization. ©NetMBA.com (2002-2010) find that competitor’s 
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strengths define its capabilities. Finally, strengths and weaknesses can be analyzed with 
SWOT tool, which will be presented in Section 4.3.1. 
 
Finally, after analyzing of all CA elements, Competitor’s responsible profile can be 
formed. Synthesis of analyses from the competitor’s future goals, assumptions, strategy, 
and Capabilities define competitor’s response profile. According to Porter (1980: 67), 
synthesis is conducted by seeking answers to the specific questions. The questions are 
divided to offensive and defensive moves. According to ©NetMBA.com (2002-2010), the 
final results should help the decision-maker to predict the competitors next moves.  
 
To sum all together Porter’s competitor analysis technique is useful when analyzing pos-
sible potential entrants, new entrants or indirect competitors. Existing well-established 
competitors may be predictable without deeper analysis. However, major changes within 
the direct competitor might require deeper analysis using Porter’s (1980) Competitor 
analysis framework. 
 
 Critical Evaluation of Porter’s Insights 
 
One of the most common critics is that the five forces industry analysis suits best for the 
industries that are relatively stable and defined accurately, Evans et al. (2005:10). The 
case organization operates on electric industry business, which is relatively stable and it 
can be defined accurately. For example, power production, power distribution, and power 
transmission are own industries. The second drawback according to Evans (2005:10) is,  
the five forces, does not fit well on the industries where rapid changes occur. This is, 
however, not the case with previously mentioned industry segments. Finally, it is 
commonly argued that the five forces fail to recognize environment factors outside the 
industry. 
 
Despite the few drawbacks of Porter’s methods, they are widely adopted by the CI 
practitioners. Also, improved methods exist. For example Fleischer and Bensoussan 
(2015: 315) are presenting the Industry Fusion Analysis method. The method combines 
the advantages of Porter’s classic five forces method and the STEEP/PEST general 
environment analysis. The acronyms stand for social, technological, economic, 
ecological, and political factors.  
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4.3 Tools for Competitor Analysis 
 
Competitor Analysis (CA) focuses on company’s direct competitors. CA involves an 
assessment of the strengths and the weaknesses of existing and potential competitors.   
 
Competitor analysis practitioners should always utilize multiple tools, because all of them 
has specific strengths and weaknesses. Using of multiple tools increases the robustness 
of the competitor analysis. The Strategic and Competitive Intelligence Professionals 
(SCIP) organization have conducted a study in 2009 of switch tools CI practitioners is 
using resulted that only a few techniques are in use, and the most used tool is SWOT 
analysis (McGonagle and Vella, 2012: 153). However, there are numerous amount of 
other useful tools available. What is the most appropriate tool, always depends on the 
research problem. 
  
This section discusses available Competitor Analysis tools and how to choose a 
appreciate method for various tasks. (Hitt, Ireland, Hoskisson 2013; McGonagle, Vella 
2012: 3) 
 
 SWOT Analysis 
 
Strengths, Weaknesses, Opportunities, and Threats analysis (SWOT) is a very simple 
and well-known analysis method. Kenneth R. Andrews, the professor of Harward 
Business School, is known as the father of SWOT analysis method. Andrew’s strategy 
analysis model was a far more complex than the second generation SWOT analysis as 
it is known today. It is used widely for all kind of purposes and disciplines. Fleischer and 
Bensoussan (2015: 107), find that SWOT is a part of the larger analysis of an 
organization’s situation. Situation analysis could also be used as strategic planning 
method to assess the competitors Strengths, Weaknesses, and the company’s 
Opportunities, and Threats. 
 
Fleischer and Bensoussan (2015: 107) argue that SWOT model is conceptually simple 
and comprehensive, and, therefore, those factors have made SWOT analysis tool ex-
tremely popular strategy model. Factors can be understood as circumstances which 
have the greatest importance for the organization’s performance, i.e., intense of 
competition. The second generation SWOT analysis template is shown in Figure 10. 
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3. 
Internal Strengths 
Matched with 
External Threats 
 
4. 
Internal Weaknesses 
Matched with 
External Threats 
 
Figure 10. Specification of SWOT Variables and Development of Strategy to Improve Marches 
(Fleisher & Bensoussan, 2015: 108). 
 
The template consists of both an internal and an external component. If SWOT analysis 
method is used for competitor analysis purposes, then external factors as shown in 
Figure 10, focuses on competitors strengths and weaknesses, and internal factors focus 
on organization’s opportunities and threats. 
 
Finally, Fleisher and Bensoussan (2015: 111-112) find that the biggest strength of SWOT 
analysis is its applicability. In this study’s context, it could be used for example for 
environmental analysis, industrial analysis, and competitor analysis. They continue by 
arguing that the biggest weakness of the SWOT analysis tool is that it is purely 
descriptive, and does not offer specific answers for the decision makers. Sharp  
(2009: 63), conclude that ideally the company want to capitalize own strengths, improve 
the identified weaknesses, capitalize competitor weaknesses, benefit from the identified 
opportunities, and downplay the immediate and potential threats. Thus, SWOT situation 
analysis is one of the tools that can help competitor analysis practitioners to reveal these 
challenges. 
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 Critical Success Factors Analysis 
 
Critical Success Factors Analysis (CSFs) is an essential part of any company’s strategy 
decision work. Fleisher and Bensoussan (2015: 222) cites: 
 
“Critical success factors are the few things that must go well to ensure success 
for a manager or an organization and, therefore, they represent those 
managerial or firm areas that must be given special and continual attention to 
bring about high performance.” (Boynton, A., C., Zmud, R., W., 1984) 
 
Critical Success Factors are different between each industry, and over time. CSFs are 
also dynamic, meaning that the CSFs may change, and the importance of each CSFs 
does vary as the industry evolves. Thus; the first thing is to identify which are the most 
critical ones for the own industry. Fleisher and Bensoussan (2015: 223) warns that the 
extrapolation of company-level CSFs to the industry can be misleading. The researchers 
suggest that the CSFs analysis should always start first by identifying the industry-level 
CSFs, and then assess how the company, its strategy, and its performance fits against 
them. After all, the CSFs helps managers to quickly identify what information is critical 
for the decision-making. 
 
Figure. 11. CSFs Identification and Monitoring (Fleischer and Bensoussan, 2015: 224).  
 
Identification of Critical Success Factors may not be easy. Fleisher and Bensoussan 
(2015), suggest that typical amount of identified CSFs per industry vary between three 
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to eight, and five being the most frequently occurring number. Researchers have devel-
oped several methods to identify CSFs. One of the viewpoints is to examine the industry 
from the customer perspective. It was found in section 4.1.2 that customers are seeking 
benefits as acceptable prices. It requires that the case organization shall continuously 
develop and maintain the sustainable competitive advantage and differentiate itself in 
the eyes of the customer. The second finding was that the case organization should 
focus on the root causes of customer value and the value-based price. According to the 
customer value triad model, there is a strong analogy between the product quality and 
the service quality, and these factors should be in balance with the market price. The 
proposed CSFs worksheet is shown in Table 9 below. 
 
Table 9. Critical Success Factors Analysis Worksheet (Fleisher and Bensoussan, 2015: 238). 
Critical 
Success 
Factors 
Measures How the 
Industry 
Leaders 
Perform 
It 
How We 
Perform 
It 
Size, 
Nature of 
Gap 
Between 
Leaders 
and Our 
Company 
Insights: 
Steps 
We Can/ 
Should 
Take to 
Close the  
Gap 
Execution: 
Who is 
Responsible 
Employee, 
By When, 
Goals 
CSF#1       
CSF#2       
…       
CSF#n       
 
Finally, the identification of Critical Success Factors is an important part of robust 
Competitor Analysis (CA) Toolkit. The identified CSFs will be needed for determining the 
Competitive Profile Matrix (CPM). The CPM method will be discussed more in next 
Section. 
 
 The Competitive Profile Matrix (CPM) 
 
The Competitive Profile Matrix (CPM) is a commonly used strategy tool to understand 
better the external environment and the competition in a particular industry (Jurevicius, 
2013.) The CPM also identifies a company’s major competitors and its strengths and 
weaknesses (David  201: 81-83). The Figure 10. shows the Competitive Profile Matrix 
template. 
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Table. 10. The Competitive Profile Matrix (David 2011: 81). 
  Company A Company B 
Critical Success Factors Weight Rating Score Rating Score 
CSF#1 0.20 1 0.20 4 0.80 
CSF#2 0.10 4 0.40 3 0.30 
… … … … … … 
CSF#(1-(n)) 0.70 2 1.40 3 2.10 
Total 1.00  2.00  3.20 
 
The Competitive Profile Matrix relay on the Critical Success Factors (CSFs) which are 
important for the studied industry. The CSFs was described more in detail in the previous 
Section. David (2011: 81) argue that there should be more than eight Critical Success 
Factors, but Fleischer and Bensoussan (2015: 231) argue that the typical amount of 
identified CSFs is not more than five. The CSF’s are weighted so that the total sum of all 
CSF’s is always one. The ratings refer to strengths and weaknesses, where 4 = major 
strength, 3 = minor strength, 2 = minor weakness, and 1 = major weakness. The results 
could be compared to an own company, and thus, the CPM can give valuable internal 
information for decision-making.  
 
Finally, David (2011: 82) find that the numbers reveal just the relative strengths of com-
panies. The aim of the Competitive Profile Matrix is to evaluate and present the rich 
amount of information in a practical way to better support decision making. 
 
4.4 Conceptual Framework of This Study 
 
The purpose of the literature review is to look what is already being said about the re-
search topic. The literature to be reviewed should be as fresh as possible, and the aim 
is to formulate and write own narrative fitting together with the defined research questions 
and multiple perspectives (Commonwelth University, 2013). The collected literature in-
clude multiple of academic articles searched from ABI/INFORM, EBSCOHost, Emerald 
and Thesis databases. The utilized keywords were: competitor analysis, competitive in-
telligence, competitive advance, customer value, compliance and antitrust. Additionally, 
Google’s advanced search engine functions were used to find relevant literature (guides 
and e-books) effectively to support the overall research work. There is a full range of 
commercial and academic service providers on the internet who are offering electronic 
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book services. In this study, the services of Amazon’s Kindle and Springer e-books (Busi-
ness and Economics) were used. The benefit for the researcher is that e-books are 
immediately accessible for further reading, and they are latest or revised publications. 
Using of electronic books offers the possibility to search desired keywords quickly by 
using electronic reader’s search functions effectively. The researcher acknowledges that 
effective gathering of data via the internet could be of the essence for any competitor 
analysis practitioner. Although digital services were used broadly and effectively, it was 
not possible absolutely to exclude printed literature. Finally, the collecting of relevant 
literature was an evolutionary, self-guiding, and iterative process, and it continued 
throughout the whole research process. 
 
The collected literature was reviewed by synthesizing the collection. According to Bryant 
(2012), the synthesizing can be done by comparing themes, methods, controversies, 
and conclusions among the authors. Figure 12 illustrate the literature review by synthe-
sizing the collection. 
 
 
Figure 12. The literature review. 
 
Finally, the literature review contain synthesis of many classic and realtive new books. 
Although the book “Competitive Strategy” was written in 1980’s already, Porter’s core 
ideas “The Five Competitive Forces That Shape Strategy” and “Competitor Analysis” are 
still widely adopted and discussed by the scholars. During the last 30 years, there has 
been much criticism towards Porter’s insights. Thus, it was essential to find fresh and 
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up-to-date scholarly conversation. Porter’s methods are working well on mid and long-
term perspective. Because the aim of this study is to propose a robust and dynamic CA 
Toolkit, it was necessary to find supplementary competitor analysis methods and tools. 
Craig Fleisher’s and Babette Bensoussan’s book (2015, 2nd ed.), “Business and Com-
petitive Analysis: Effective Application of New and Classical Methods” gives a very good, 
and up-to-date overview of the commonly used methods and tools.  Finally, Sharp’s 
(2009) book “Competitive Intelligence Advantage” was also actively utilized. 
 
 The conceptual framework of this study is based on the combination of generic Com-
petitive Intelligence (CI) cycles and a structured competitor analysis stages. The pro-
posed conceptual framework is a synthesis of multiple sources (IMA 1996: 5; Sharp 
2015: 215; Wolter 2011: 195; McGonagle et al. 2012: 11; 21-34; Vuori  2011: 32-39). 
The conceptual framework of this study is shown in Figure 13 below.  
 
 
 
Figure 13. Conceptual Framework of this study. 
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The conceptual framework consists of four elements. The element (A) focuses on iden-
tification of data sources for the CA. The second element (B) focuses on defining the CA 
methods and tools. The third element (C) focuses on data analysis by utilizing specific 
tools and methods for the CA. The last element illustrates the proposal of this study 
(Section 5). The first three elements is discussed more in detail below. 
 
The first element, A. Identification of Data Sources for CA, consist of setting boundaries 
for the CA needs and following the CI process and tools. At this stage, most important 
selections have to make. The objective is to design the CA Toolkit for the use of multiple 
users. Key insights were found from Katja Wolter’s article (Wolter, 2011). The element, 
Identification of Data Sources for CA follows the overall CI process. 
 
The second element B. Defining the CA Methods and Tools focuses on choosing the 
most appropriate method or tool dependent on the business issue. The purpose of the 
selected tools is to support case organization’s competitor analysis needs. Most useful 
methods and tools are listed in Figure 13, element B. The element, Defining the CA 
Methods and Tools follows the overall CI process. 
 
The third element C. Data Analysis by Utilizing Specific Tools and Methods for CA, 
consist of data analysis by utilizing the most appropriate method(s). (E.g. Fleischer and 
Bensoussan, 2015: 100-101). The element, C. Data Analysis by Utilizing Specific Tools 
and Methods for CA follows the overall CI process. 
 
In the next section, the conceptual framework shown in Figure 13 is being utilized and 
tested in practice. 
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5 Conducting a Dynamic Competitor Analysis 
 
This section merges the results of the current state analysis and the conceptual frame-
work towards the building of the proposal. 
 
5.1 Overview of the Proposal Building Stage 
 
The Competitor Analysis proposal in this study is built as a synthesis of competitive 
intelligence cycle and practical steps of developing competitor analysis. The proposal is 
built on the results of the CSA conducted in the case organization, and the best practice 
for conducting a Competitor analysis identified from available knowledge.  
 
The findings of the Current State Analysis showed that the case organization has multiple 
methods in use to collect competitor data. The data, however, is mainly analyzed and 
used by the headquarters. The Competitive Intelligence (CI) benefits framework (Figure 
5) demonstrated that the case organization has some areas to improve. First, sales team 
and case organization’s management should collaborate more achieving greater CI 
benefits. Second, competitor data should be collected throughout the fiscal year, 
presently, the obligatory Business Intelligence (BI) process is conducted within a short 
period. According to Head of Division [Informant B] the better the data quality is the better 
it is for the case organization. 
 
According to BU Manager [Informant A] the BI database focuses on the following key 
areas: Competitive Positioning, global competitors, High Voltage Products Specific 
topics (technology and market shares), and finally SWOT analysis from a regional 
perspective. The focus areas of improvements are the industry structure analysis to 
support the determination of competitive positioning, improvement of the Win/Loss data 
of the CRM On Demand, analysis of Critical Success Factors, and finally planning of 
dynamic competitor analysis by defining frequent competitor events and scheduling. 
 
The literature review shows that there is numerous amount of competitor analysis 
techniques and tools available. Each of them has been developed to support specific 
problems. All techniques and tools have specific strengths and weaknesses.  Therefore, 
the practitioners are suggesting that multiple techniques and tools should be used to fill 
other tools weaknesses. Finally, the business issue(s) determines which techniques and 
tools should be used. In this study, the aim is to use case organization’s existing tools 
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as much as possible. However, it was found that the quality of competitive data can be 
improved by utilizing industry fusion analysis. Industry fusion analysis method is an 
improvement of Porter’s (2008) five forces method. Industry fusion analysis combines 
the strengths of STEEP/PEST analysis with Porter’s five forces analysis (Fleischer and 
Bensoussan, 2015: 322) The Terms STEEP/PEST are acronyms of the following pieces 
of competitive environment puzzle: Social, Technological, Economic, Ecological, and 
Political. (Fleischer and Bensoussan, 2015: 316; Sharp, 2009: 38) 
 
The Competitive Cycle used in this study is merged, based on available best practice, 
into four stages: a) Planning and Direction, b) Data Collection, c) Analysis and finally d) 
Dissemination stage. Firstly, the CA process with tools is divided into three different cat-
egories (A/B/C) according to the conceptual framework (Table 11). Secondly, the CA 
Process with Tools steps are then divided into twelve parts, and the steps are grouped 
to the corresponding CI cycles.  
 
The first initial proposal was build based on the consultations with the Sales Director 
[Informant F] and Sales Engineer [Informant G]: a) to discuss the whole arrangement, b) 
to collect informants ideas and recommendations as for each stage, and additional rec-
ommendations. 
 
Finally, the initial draft was discussed with first with Sales Director [Informant F] and with 
Sales Engineer [Informant G]. Only view comments emerged during the discussion. In-
formants comments and recommendations are shown in next section, Table 12. 
 
5.2 Findings of Data Collection 2 
 
The initial proposal was discussed with the Sales Director [Informant F] and Sales Engi-
neer [Informant G]. The proposal was presented separately for the both informants. Both 
informants did comment that the process seems to be designed taking into consideration 
the business units needs. Table 12 shows the comments of the [Informant F] and Inform-
ant G]. 
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Table 12. Summary of Data Collection 2: Feedback and comments on initial CA Toolkit proposal.  
No Informant Comments Reaction 
1. Sales Director 
[Informant F] 
The tool must be easy to use and well struc-
tured 
Neutral 
2.  [A.6] For collecting of CA data the easiest solu-
tion is to establish a dedicated email account 
for the CI purposes. Doing this way, data pro-
tection is easy to take care off. 
Constructive 
suggestion 
3. Sales Engineer 
[Informant G] 
You have done much work, and there is much 
thinking behind on it. I have nothing to add, 
just go ahead and make it ready! 
Neutral 
 
Table 12 shows that Sales Director [Informant F] was ready to share constructive 
suggestions, which is based on informant’s quarter century experience at the case or-
ganization. Informant (f) pointed out that it is not easy to put to use new tools as there is 
already so many. However, informant (f) agrees that there is a need for a robust and 
dynamic competitor analysis toolkit. Sales Engineer [Informant G] was more neutral, and 
he is looking forward to seeing the results of the study.   
 
These proposed stages are projected onto the case organization context (based on Data 
1, results of the CSA) and adjusted to the needs of the case organization, based on 
stakeholder involvement into the proposal building (Data 2, for proposal building). Based 
results from CSA, enriched with the ideas from available knowledge and best practice, 
and merged with suggestions from Data 2 (input from stakeholders), the following initial 
proposal logic was drafted. The resulting proposal draft, with stages and sub-stages 
(steps), is shown in Table 11 below. 
 
Table 11. The initial structure of the proposed CA Toolkit. 
CF Steps CA Process with tools CI Cycles 
 
 
 
 
 
A 
 
 
Identification of 
data sources 
[A.1] Define the business issue(s)   
 
 
Planning and 
Direction 
[A.2] Identify competitors 
[A.3] Identify stakeholders and 
        information need 
[A.4] Check the Responsibility Matrix 
[A.5] Determine sources of competitive 
data 
 
Data Collection 
[A.6] Gather/ Organize the data 
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Table 11. (Continues) 
CF Steps CA Process with tools CI Cycles 
 
 
 
 
 
 
B 
 
 
 
 
 
Defining the  
CA methods  
and tools 
[B.1] Choose from appropriate CA  
        methods and tools 
 
 
 
 
Analysis 
[B.1.1] Industry Fusion Analysis (optional) 
[B.1.2] Competitor Profile Analysis (optional) 
[B.1.3] Critical Success Factors Analysis 
(optional) 
[B.1.4] The Competitive Profile Matrix 
(optional) 
 
 
 
C 
 
 
Data analysis by 
utilizing  
specific tools and 
methods 
[C.1] Analyze and produce actionable intelli-
gence 
[C.2] Communicate results & findings to 
the stakeholders 
 
 
Dissemination 
[C.3] Receive feedback and re-evaluate 
 
The initial proposal of the CA Toolkit is introduced and exemplified with the real business 
issues step by step, starting from the next section. 
 
5.3 CA Process with Tools: Planning and Direction 
 
This stage summarizes the proposed (a) Planning and Direction stage, the first stage in 
the CA Toolkit. The stage one is perhaps most critical phase of whole CA Process with 
tools. The first step [A.1] is to define business issue(s), and the second step [A.2] is to 
define competitors. The third step [A.3] is to identify stakeholders and information need. 
The fourth and last step [A.4] of stage A is to define the responsibilities.  Also, schedule 
of the CA project should be confirmed with the users. 
 
 [A.1] Define the Business Issue(s) 
 
The purpose of defining business issues is to limit the competitor analysis for those is-
sues which are currently relevant for the case organization’s business unit. Business 
issues may vary a lot depending on the needs of intelligence user. In the previous 
section, it was discussed why and when competitor analysis is needed. The section 
54 
 
focused, i.e., on explaining the importance of product or service differentiation as well as 
customer value. Following this approach, the chosen business issue questions of this 
study are shown in Table 13. 
 
Table 13. Business issue questions of this study. 
No Business Issue Question(s) Stakeholder(s) Benefit Areas 
1. What is the industry attractiveness of High 
Voltage Equipment Business in Finland? 
BU Manager Strategic/ 
Tactical 
2. What are the Driving Critical Success Fac-
tors of customer loyalty? 
Sales Director/ 
Sales Manager 
Strategic/ 
Tactical 
 
The next sections will answer for the business issue questions following the CA Toolkit 
process and tools step by step. 
 
 [A.2] Identifying Competitors 
 
The competitor analysis project begins with identifying competitors. The competitors can 
be categorized to direct, indirect and potential competitors. Direct competitors compete 
in the same market for the same customers, and the product similarity is high. Indirect 
competitors are offering alternative solutions for the same purposes. In the case of the 
utility industry, one alternative solution could be an offering of Gas Insulated Switchgear 
(GIS) instead of Air Insulated Switchgear (AIS). Because GIS solutions are far more ex-
pensive than AIS solutions, there must always be other arguments for choosing a more 
expensive solution. Thus, indirect competitors are not a critical threat for the case organ-
ization. Identifying and predicting of potential competitors is not an easy task. However, 
Porter (1980: 50) find that Mergers & Acquisitions (M&A) that might occur among existing 
competitors or new entrants, should be analyzed with great care. 
 
The case organization’s High Voltage Business Unit operates in the niche market, and 
the identifying of competitors was not difficult. As a result of researcher’s experience and 
Win/loss data analysis, presently, only two direct competitors were identified. Then up to 
five indirect competitors was recognized. However, as it was already discussed in the 
previous section, existing indirect competitors is a serious threat to the case 
organization’s business. Lastly, one significant merger of direct competitor took place in 
2015. Identified merger should be analyzed with great care. The identified competitors 
are listed in Table 14. 
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Table 14. The Case Organization’s Competitor. 
Category Amount Establishment Continent(s) 
Direct 2 Long Europe 
Indirect 5 Long/Medium/Short Europe/Asia 
Potential Not yet identified n/a Asia 
 
To summarize the identification of competitors, the Table 14 shows that indirect industry 
seems to be more attractive than the case organization’s industry. According to Sharp 
(2009: 91-97), this is typical information which shall be analyzed further by collecting 
more data and producing actionable intelligence. Because analysis of indirect customers 
was not the objective of the set business issue, the finding will be summarized and re-
ported for the decision-makers. 
 
 [A.3] Identifying Stakeholders and Information Need 
 
The purpose of identifying stakeholders is to set boundaries for the sources of data and 
information needed. According to Wolter (2010: 196) Stakeholder’s position within the 
organization largely determines the CA need. Profiling of stakeholders and their infor-
mation needs helps the CA Toolkit practitioner to focus and save time. Stakeholder pro-
files are shown in Table W below. Defined information needs are based on researcher’s 
observations and discussions with Sales Director [Informant F], BU Manager [Informant 
A], and Sales Engineer [Informant G]. The identified stakeholder information and 
intelligence needs profiles are listed in Table 15. 
 
Table 15. Stakeholder Profiles. 
Stakeholder Information and Intelligence Needs Category 
Director of Division Strategic Support 
- Future perspectives 
- Mergers & Acquisitions 
- Industry attractiveness 
- Stakeholder analysis 
Strategic/ 
Tactical 
Sales Director Business Development Support 
- Industry attractiveness 
- Market shares and prices 
- Win/Loss data 
- Trends 
Strategic/ 
Tactical/ 
Operational 
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Table 15. (Continues) 
Stakeholder Information and Intelligence Needs Category 
BU Manager Business Intelligence Support 
- Competitive positioning 
- Market shares and prices 
- Trends (SWOT) 
- Win/Loss data 
Strategic/  
Tactical/ 
Operational 
Sales Manager Business Target Support 
- Industry Structure 
- Customer feedback and loyalty 
- Competitor response profile 
- Win/Loss Data 
- Unique Selling Propositions (USPs) 
- Predicting competitor’s reaction 
Tactical/  
Operational/  
Micro  
 
Sales Engineer Technical Sales Support 
- Technical Trends 
- Win/Loss Data 
- Technical Data 
- Battle cards 
Operational/  
Micro 
Legal Counsel Support of Contractual Issues 
- Contractual SWOT 
- Contractual trends 
Strategic/  
Tactical 
 
As it can be seen from the Table 15 the information categories do vary depending on the 
stakeholder’s position. There are four types of information categories: strategic, tactical, 
operational and micro. The categories correspond to the sustainability and time horizon 
of the decision-making. Operational information may be needed for immediate decisions 
while tactical information and decision-making may stay valid for the short-term and mid-
term period. Micro level information can include, i.e. various type of checklists and battle 
cards. Lastly, strategic information is needed to support mid-term and long-term deci-
sion-making. 
 
  [A.4] Check the Responsibility Matrix 
 
The purpose of responsibility matrix is to give a clear understanding of CA Toolkit team’s 
responsibilities. Because the CA Toolkit is not implemented yet for the case 
organization’s use, most of the responsibilities at this stage belongs to the researcher. 
Responsibility matrix is shown in Table 16. 
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Table 16. Responsibility Matrix. 
Topic 
No. 
CA Toolkit Process and Tools Responsibility 
1. CA Toolkit owner and project leader Sales Director/  
Researcher 
2. Compliance & business ethics (integrity) Everyone 
3. Define the business issue(s) Researcher/ User 
4. Identifying competitors Researcher 
5. Responsibility matrix Researcher 
6. Identify CA Toolkit stakeholders and information 
need 
Sales Director 
7. Determine sources of competitive data Researcher 
8. Gather/ Organize the data Researcher 
9. Choosing of appropriate CA methods and tools Researcher 
10. Produce actionable intelligence Researcher 
11. Communicate results & findings Researcher 
12. Provide feedback and re-evaluate Researcher/ Sales Team 
13. Utilization Decision-makers 
 
According to Wolter (2010: 196) and Compliance Officer [Informant D] the competitor 
analysis system (CA Toolkit) should have a process owner who takes the whole 
responsibility (Topic No 1) and a project leader. Because conducting of competitor 
analysis is not without risks, there shall also be responsibility for the compliance issues 
and business ethics (Topic No 2). Finally, competitor intelligence findings should be 
utilized. Therefore, the topic Utilization was added (Topic No 13). Remaining topics are 
CA Toolkit stages. 
 
5.4 CA Process with Tools: Data Collection 
 
This stage summarizes the proposed (b) Data Collection stage, the second stage in the 
CA Toolkit. 
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 [A.5] Determine Sources of Competitive Data  
 
There are three type of data sources for gathering data and information, 1) Primary in-
formation, 2) Secondary information, and 3) Tertiary information. Primary sources are 
genuine data sources which are not handled by third parties. Secondary sources are 
already processed data sources, and they are based on existing primary or secondary 
data sources. Tertiary data sources are synthesized data sources from multiple sources. 
(Fleisher & Bensoussan, 2015: 34-35). The type of acknowledged data sources is listed 
in Table 17. 
 
Table 17. Type of Acknowledged Data Source. 
No Type of Data Source Proposed Data Sources 
1. Primary data/  
information 
Authorities: Energy Authority, Hilma DB, Customs DB 
(Uljas), Government statements 
Internal sources:  Interviews, NPS™ Survey reports, SAP, 
Benchmarking, Tradeshow reports, speeches, emails, 
customer feedback, a timeline of important events. 
External sources: Customer investment plan (often public 
data), Assosiations 
2. Secondary data/  
information 
Internal Sources: Monitor DB, CRM On Demand, confer-
ence and tradeshow reports, colleagues, Win/Loss 
Analysis 
 
External Sources: News archives,  Podcasts, Television, 
Analyst reports, Competitor Web Pages, Annual Reports. 
3. Tertiary information Internal Sources: Unique Selling Propositions (USPs) 
External Sources: Encyclopedias, Competitor books, 
Chronologies, Business Books, etc. 
 
 
To exemplify this stage, in this study, the following data sources were used, as shown in 
Table 18. 
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Table 18. Type of data sources used in this study. 
No Type of Data Source Used Data Sources 
1. Primary data/  
information 
Industry Fusion Analysis 
 
Authorities:  
1. Energy Authority: Regulation impact and goals up to 
2020 
2. Customs DB (Uljas): Customs statistics 
3. Government statements on Nuclear Energy and 
Renewables 
Internal sources:   
1. Key Customer Visit – Minutes of the meeting (Utility) 
 
External sources:  
1. Customer investment plan (Utility) 
2. Secondary data/  
information 
Industry Fusion Analysis 
 
Internal Sources:  
1. Colleague interview 
 
External Sources:  
1. News Archives 
2. Competitor Web Pages 
3. End Customer Web Pages 
4. Win/Loss Analysis 
 
Critical Success Factors Analysis 
 
Internal Sources:  
1. Colleague discussions (evaluation of scores) 
2. NPS™ Survey reports  
 
External Sources:  
1. Key Drivers for B2B Customer Loyalty, The Corpo-
rate Executive Board Company (2011) 
2. B2B Branding Survey, McKinsey (2013) 
 
 [A.6] Gather /Organize the Data 
 
It was agreed with the Sales Director [Informant F] that the using of standard Microsoft 
Mailbox with a dedicated email address is the most practical, and easiest way to estab-
lish a secure and flexible competitor data and analysis database. At the piloting phase, 
the only sales team has a full Read and Write rights on the Mailbox. The Mailbox hierar-
chy, at the piloting phase, was organized according to Table 19. 
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Table 19. Organizing of Data Sources and Information. 
No Hierarchy Purpose 
1. Root folder This folder contains new and unorganized draw 
data.  
2. Market data an 
 information 
This folder contains organized market data and in-
formation (Global and Regional).  
3. Industry data and  
information 
This folder contains organized industry specific 
draw data and information (also other Business 
Units). 
4. Competitor data an 
 information 
This folder contains organized competitor  
specific draw data and information. 
5. Actionable intelligence 
reports 
This folder contains actionable intelligence reports 
conducted by the CA Toolkit team. 
 
The next section starts the second stage of CA Process and Tools (Data Analysis by 
utilizing specific tools and methods) and the CA process with tools. 
 
5.5 CA Process with Tools: Analysis 
 
This stage summarizes the proposed (c) Competitor Analysis, the third stage in the CA 
Toolkit. 
 
 [B.1] Choose from Appropriate CA Methods and Tools 
 
In the section 5.3.1, the business issues were defined. The first business issue question 
was “What is the industry attractiveness of High Voltage Equipment Business in Fin-
land?” Industry attractiveness can be analyzed by utilizing either Porter’s (2008) five 
forces method or improved Industry fusion analysis. Because utility industry is dependent 
external factors which are not covered five forces model the industry fusion analysis is 
chosen. The second business issue was “What are the Driving Critical Success Factors 
of customer loyalty?” The CSFs tool must be used. Comparison of CSFs between com-
petitors will be done by utilizing the Competitive Profile Matrix tool. The methods and 
tools are utilized in the next section. 
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 [C.1] Analyze and Produce Actionable intelligence 
 
In this section, firstly Industry Fusion Analysis will be conducted (Table 11, Stage [B.1.1]). 
The Analysis focuses on the transmission and distribution utility business.   Secondly, 
generic Critical Success Factors of customer loyalty perspective will be analyzed  (Table 
11, Stage [B.1.3]). Finally, the identified CSFs will be compared with the competitors. For 
that purpose, the Competitive Profile Matrix (CPM) is applied  (Table 11, Stage [B.1.4]). 
 
[B.1.1] Industry Fusion Analysis 
According to Fleischer and Bensoussan (2015: 318-319), industry fusion analysis relies 
on Porter’s five forces combined with operating environment factors: social, technologi-
cal, economical, environmental and Political (STEEP). The industry fusion analysis of 
this study can be found in Appendix 8. The industry fusion analysis method is shown in 
Figure 14: 
 
 
Figure 14. The industry fusion analysis method (Fleischer and Bensoussan (2015: 319). 
 
The analysis is a synthesis of multiple data sources, team discussions, and researcher’s 
observations (Section 5.4.1). The result shows the current state, but it could also be 
extended to predict the future in few year perspective. 
 
Concluding findings of the industry fusion analysis, in the high voltage equipment 
business, the product differentiation is challenging because customer’s product 
requirements are same for all manufacturers. However, the requirements can vary a little 
from customer to customer. The similarity of products, quality, and service, lead 
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inevitably to intense price competition because the industry is mature, and Nordic market 
size is relatively small. 
 
Urbanization increases the demand for alternative solutions. On the other hand, 
regulation and political decisions drive the industry significantly. Many of the future 
investments are dependent on the government decisions. To conclude the price 
competition remain to be aggressive. 
 
[B.1.3] Critical Success Factors of Customer Loyalty Analysis 
Critical Success Factors Analysis (CSFs) is an essential part of any company’s strategy 
decision work. In this section, the aim is to identify the CSFs of customer loyalty. The 
Critical Success Factor tool is introduced in Section 4.3.2.  
 
Across years of customer loyalty research conducted by Matt Dixon and Brent Adamson 
(2011), their study shows that a sales employee can be the largest driver regarding 
customer loyalty in B2B business. Also, other studies have been made, which are similar 
to the study introduced here. One of these is McKinsey & Company’s Branding study 
(McKinsey & Co, 2013). Interestingly, the findings and used factors were very similar 
with just a few deviations (Table 21). Based on the study, Figure 15 presents the most 
important factors that are driving up customer loyalty. 
 
 
Figure 15. Key Drivers for B2B Customer Loyalty (© 2011 The Corporate Executive Board 
Company). 
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The analysis shows that impact on customer loyalty resulted from the factors Company 
& Brand, and Product & Service is 38 percent. In other words, the customer loyalty 
percentage is attributable to company’s ability to outperform the competition in these 
areas. More importantly, Dixon and Adamson argue that focusing only on the brand, 
product and service may not guarantee sustainable customer loyalty for the company 
because so does competitors also. Price has the lowest impact on customer loyalty. 
From customer loyalty perspective the sales experience (53 percent) itself has the 
biggest impact. The research covered over six thousand salespeople and ninety 
companies across different industries. As a result of the analysis, Dixon and Adamson 
(2011) have developed so-called “the Challenger model.” The authors believe that as 
sales complexity increases, so does the success rate of the proposed challenger 
approach. To conclude the discussion of customer loyalty it is essential for any company 
doing B2B business, regularly benchmark and analyze customer’s sales experience as 
a part of customer surveys. Customer loyalty surveys could give significant information 
about competitors sales approach. Finally, the Challenger sales approach might function 
well in case of non-public procurements. However, the researcher argues that the 
Challenger approach have only little impact on public procurement decisions because 
the proposals should be rigorously evaluated according to predefined evaluation criteria. 
Table 20 shows the comparison of CFSs with an industry leader. 
 
Table 20. Critical Success Factors of Customer Loyalty.  
Critical 
Success 
Factors 
Measures How the 
Industry 
Leaders 
Perform 
It 
How 
We 
Perform 
It 
Size, 
Nature of 
Gap 
Between 
Leaders 
and Our 
Company 
Insights: 
Steps We 
Can/ 
Should 
Take to 
Close the  
Gap 
Execution: 
Who is 
Responsible 
Employee, 
By When, 
Goals 
Brand Innovativeness Better Ok Strategic 
decision 
Not 
necessary 
HQ 
Product 
Quality 
Failure rate, 
customer 
feedback 
Similar Similar n/a n/a Product 
Development 
Service 
Quality 
Reliability of 
delivery, After 
Sales support 
Same Same n/a n/a BU/HQ 
Price Competitiviness Same Same n/a n/a BU/HQ 
Sales 
Experience 
Challenger 
Approach 
Same Same n/a n/a Sales 
Information Internet Better Ok Achievable Needed HQ 
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[B.1.4] The Competitive Profile Matrix 
The Competitive Profile Matrix (CPM) summarizes the Critical Success Factors of the 
industry as defined in the previous Section. The CPM can give a very good overview of 
the competitive situation. The CPM tool was introduced in section 4.3.3. 
 
The remaining challenge, however, is to define how the weighting of each CSFs should 
be done. While determining CSFs in the previous section, it was found that the CSFs 
could be defined by thinking the industry from customer’s perspective. The same ap-
proach could also be used while thinking the weighting of each CSFs. In the previous 
section, it was discussed what are the most dominant factors for the customer while 
choosing the B2B partner. There are multiple useful studies available which could give 
an insight about the correct weighting of selected critical success factors. Following this 
approach; proposed weighted factor ranges are summarized in Table 21. 
 
Table 21. Insights on defining weighted factors of CSFs (Focus: B2B customer loyalty and pur-
chasing factors). 
Critical Success 
Factor 
The Corporate 
Executive Board 
Company (2011) 
US 1) 
McKinsey 
(2013) 
US 2) 
McKinsey 
(2013) 
Germany 2) 
Proposed 
Range 
Company and 
Brand Impact 
0.19 0.18 0.14 0.14…0.20 
Product and Ser-
vice Quality 
0.19   0.19 
Value-to-Price 
Ratio 
0.09 0.27 0.27 0.09…0.28 
Sales Experience 0.53 0.17 0.21 0.15…0.33 
Information  0.15 0.13 0.10…0.20 
Total 1.00 1.00 1.00 1.00 
1) Key Drivers for B2B Customer Loyalty, The Corporate Executive Board Company (2011) 
2) B2B Branding Survey, McKinsey (2013) 
 
 
The proposed weightings of Table 21 increases the robustness of the Competitive Profile 
Matrix shown in Table 22.  
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Table. 22. The Competitive Profile Matrix. 
  Company A Company B 
Critical Success Factors Weight Rating Score Rating Score 
Brand (Company image, 
product portfolio, innovative-
ness, reliability, delivery time) 
0.19 5 0.95 3 0.57 
Product Quality (availability) 0.10 4 0.40 3 0.30 
Service Quality (availability, 
own service team) 
0.09 4 0.36 2 0.18 
Price 0.09 3 0.27 4 0.36 
Sales 0.27 3 0.81 2 0.54 
Communication 0.26 4 1.04 2 0.78 
Total 1.00  3.83  2.73 
 
Table 22 shows that Competitor A is stronger than Competitor B in almost all factors 
except the price. The case organization can easily compare own results with the com-
petitors. The case organization’s results, however, is not shown here due to the sensi-
tiveness of information. 
 
5.6 CA Process with Tools: Dissemination 
 
This stage summarizes the proposed (c) Dissemination section, the fourth and last stage 
in the CA Toolkit. In stage four, business issue findings and competitor analysis results 
are reported.  
 
[C.2] Communicate Results & Findings to the Stakeholders 
The key task of the dissemination is the delivering of the actionable intelligence to deci-
sion-makers in clear form. The typical way of disseminating competitor data is using of 
software-based systems. However, Vuori (2011: 38), argue that personal, informal 
human interaction is the most effective way of sharing of competitive knowledge with 
others. Thus, the researcher proposes that the documented reports should always be 
presented for the users by the analyst. 
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The CA results of this study are not reported here due to the sensitiveness of data. The 
content of the CA report is shown in Table 23. 
 
Table 23. The content of CA report. 
Page Title Overview 
1 General Data Competitor name, Latest News 
2 Business Unit Specific Data Win/Loss, Market Share  
3 Business Issue(s) Business issue Questions 
4 Key Findings SWOT, Actionable Intelligence 
5 Action Plan Proposal for alternative actions 
6 Feedback and knowledge 
sharing 
Collecting of feedback and sharing of findings with 
others 
 
Finally, the CA reports are stored in CA Mailbox’s Dissemination folder. The next section 
will discuss the importance of feedback.  
 
[C.3] Receive feedback and re-evaluate 
To continuously improve the CA Toolkit process it is important to receive feedback from 
the users and re-evaluate the analysis whenever needed.   
 
Summing up, the proposed CA Toolkit takes three steps, from Stage [A.1] to Stage [C.3]. 
This proposal was discussed and built together with the stakeholders, and after formu-
lating it, was taken further to a full round of feedback, described in the next stage.  
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6 Validation of the Proposal   
 
This section analyses the results of stakeholder feedback (Data Collection 3) and vali-
dates the CA Toolkit proposal.  
 
6.1 Findings of Data Collection 3 
 
The CA process with tools and its practical utilization was discussed with the Sales Di-
rector [Informant F] and Sales Engineer [Informant G]. The proposal and the results were 
presented separately for the both informants. Both informants did comment that the pro-
cess seems to be designed taking into consideration the business units needs. Table 24 
shows the comments of the [Informant F] and [Informant G]. 
 
Table 24. Summary of Data Collection 3: Validation of the CA Toolkit proposal.  
No Informant Comments Reaction 
1. Sales Director 
[Informant F] 
[B.1] Conducted industry fusion analysis looks 
good, and there shouldn’t be more data. A 
summary of the findings would be good. 
Constructive 
Criticism and 
suggestion 
2.  [A/B/C] The only concern is that if the tool is 
complex and require extra efforts to assimilate, 
it might happen that after a short period the us-
ers of the tool returns to the original routines. 
We have to ensure that the CA Toolkit will be a 
part of our daily business. As it was already 
discussed, one solution could be to include 
competitor analysis needs on our account 
planning process.  
Constructive 
Criticism and 
suggestion 
3.  As you are [Researcher] responsible for HV 
equipment sales, you know what competitor 
data is relevant for you. The next step is to 
adapt the proposed CA Toolkit for the other 
BU’s use. 
Constructive 
suggestion 
4. Sales Engineer 
[Informant G] 
Event if the study is focused on High Voltage 
BU needs, it show that the proposed toolkit 
can be easily adapted to the use of other BU’s.  
Neutral 
 
Sales Director [Informant F] pointed out that the final results of the analysis should be 
summarized by highlighting the key results and findings (Finding No 1). The industry 
Fusion Analysis template was presented for the Informant (f), Appendix 8. The final 
solution will be the standardized reporting template as already proposed in Section 5.6. 
The second suggestion involved the future of proposed CA Toolkit. Informant (f) 
suggested that the CA Toolkit should be a part of case organization’s account planning, 
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ensuring that the proposed CA Toolkit will also be used shortly. The third suggestion was 
constructive too. Informant (f) suggest that the CA Toolkit should be adapted to other 
BU’s use. Sales Engineer’s [Informant G] feedback was neutral, Informant (g) did not 
suggest further improvements.  
 
Testing some parts of the initial proposal with real business issue (Stage [A.6] Gather 
/Organize the Data) showed that the process is a systematic step by step process. The 
current BI process requires that the new tool called industry fusion analysis is updated 
annually.  However, collecting of raw data must be a continuous process. 
 
The next section discusses how emerged suggestions will be tackled.   
 
6.2 Suggestions and Future Improvements 
 
This section discusses the suggestions (Data Collection 3) and future improvements of 
the CA Toolkit proposal. 
 
A. Reporting of the CA Toolkit Results 
 
Sales Director [Informant F] suggested that the CA Toolkit results should be summarized. 
The need for summarization was recognized while planning the initial proposal (Section 
5.6). The urgent need for case organization specific reporting template is noted and will 
be done.  
 
B. The CA as a Part of Account Planning Process 
 
Sales Director [Informant F] suggested that the competitor analysis should be a part of 
account planning (Section 6.1, Table 24). Simultaneously, the identified gap of 
collaboration could be fixed as the benefits of CI for the sales is leveraged. Account plans 
are available for sales and management. Existing Account Planning process could be an  
excellent solution to overcome the CA related collaboration gap between the sales and 
management team.  Figure 16 illustrate how the gap of CA related collaboration may be 
reached by utilizing CA as a part of account planning. 
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Figure 16. Leveraging the CA collaboration of sales and Management. 
 
As seen from Figure 16, the benefits of an idea for the case organization are visible. The 
idea increases the company effectiveness and stretches the sales team’s responsibility 
up to tactical benefits The Researcher suggests that idea should be analyzed further by 
the top management.  
 
C. Adapting of CA Toolkit to Other BU’s Use 
 
Sales Director [Informant F] suggested that the CA Toolkit should be adapted to other 
BU’s use. The suggestion will be discussed further. The researcher will support the 
responsible persons by giving necessary training. 
 
D. Competitor Analysis Practitioner’s Checklist 
 
The proposal for the CA practitioner’s checklist is based on the insights collected from 
the Senior Counsel's and Compliance Officer’s interview. The Checklist list consists of 
general information, and the proposed ten commandments remind the user of legal and 
ethical issues. The final version of the checklist is available in Appendix 8. 
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7 Discussion and Conclusions  
 
This section discusses the experiences of this study and provides researcher’s 
recommendations for the case organization’s top management. 
 
7.1 Summary 
 
This focus of this study is to propose a robust Toolkit for a Dynamic Competitor Analysis 
(CA) for the case organization. The case organization’s High Voltage business unit is in 
fierce completion with multinational stakeholders in Finland. The overall market situation 
continues to be challenging, and three major global players dominate the high voltage 
equipment market. Due to the pessimistic macroeconomic expectations, the growth po-
tential of the electric industry is expected to continue relatively low worldwide until 2020. 
Thus, stakeholders continuously compete to guarantee their mid-term and long-term 
success.  
 
The approach that this Thesis suggests is to move away from its current reactive utiliza-
tion of existing competitor analysis. So far, the responsibility of CA related activities and 
its analysis have been at the headquarters, while the case organization has supported 
these activities by collecting basic competitor and market data. Presently, the case com-
pany has broader corporate level Business Intelligence (BI), and Customer Relation 
Management (CRM) tools in use. However, the link between the previously mentioned 
tools and up-to-date business environment data is not organized in a robust and system-
atic way. Thus, the proposal of this study focused on planning a robust and dynamic CA 
Toolkit for the case organization’s use and testing of the toolkit with real business issues. 
The second focus area was to define CA Practitioner’s checklist to avoid legal and ethical 
risks.  
 
This thesis utilized a case study research approach. The current state analysis was 
divided into three different parts. First, the current state had the goal to identify how 
sharing competitor data within the organization is done presently. It was of particular 
interest to reveal the employees’ role and how they are utilizing their competitor 
knowledge in their daily work. Second, current CA practices, tools, and methods were 
analyzed. Third, collecting data on competitors should be done legally and ethically. 
Thus, the CSA investigated the legal and ethical boundaries to understand what laws 
and guidelines shall be followed. 
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According to key findings from the current state, the competitor analysis has not played 
an important role in the case organization. The first challenge is that there is a small gap 
of competitor information sharing between the frontline sales team and the case 
organization’s management. The second challenge within the case organization was that 
competition related data and information are available in many places and different 
forms: databases, minutes of the meeting, etc. None of the stakeholders has full 
awareness of the internal data sources, and it thus may hinder the company 
effectiveness. The third challenge within the case organization was that currently there 
is no systematic process for collecting and analyzing competitor data. The last and fourth 
challenge is that currently, the existing BI database is missing complementary methods 
and tools for conducting the competitive positioning analysis. It was also one of the 
arguments why industry structure analysis method was chosen among other tools 
presented in this study. The conceptual framework of this study, that searched for 
existing best practice and available knowledge, offers a solution for the case organization 
to overcome these challenges. Together with the stakeholders, these general 
suggestions were modified into a proposal that should suit the case organization's 
context. 
 
The proposed CA Toolkit process with tools include an email-based database for 
collecting the various type of competitor data from the different sources. The sharing of 
data between different stakeholders via the email based database is practical and easy 
to secure. The results of the study show that the competitor analysis can be conducted 
robustly and dynamically if systematically utilized. The word “dynamic” means that the 
competitor analysis is conducted whenever needed and, more importantly, timely. In this 
study the word “robust” means the suitable tools and methods used for CA, and, im-
portantly, CA that is conducted legally and ethically. The proposal suggests a range of 
such tools but stresses that it is the business issue(s) that should determine which CA 
methods and tools should be used.  
 
The proposed CA Toolkit was exemplified with the real business issue(s). The 
exemplification began by defining business issues. Then competitors were identified, 
and project participants and data sources were confirmed. The analysis methods and 
tools were chosen based on the business issues. The first business issue was to conduct 
industry structure analysis of the utility industry. The utilized method was based on 
industry fusion analysis. Industry fusion analysis relies on five forces methodology and 
STEEP/PEST business environment analysis. The second business issue was to 
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determine critical success factors of customer loyalty. Identifying of CSFs can help the 
decision-makers to focus most important drivers of success. The results were analyzed 
by utilizing CSFs and Competitive Profile Matrix tools. The Competitive Profile Matrix 
makes it possible to compare the results with competitors. 
 
Finally, the CA Toolkit process with tools was evaluated in cooperation with the Sales 
Director and the Sales Engineer. The feedback was both constructive and positive. It 
was found that the proposed CA Toolkit can be easily adopted for other business units 
use. Two concerns, however,  emerged: 1) the reporting of CA Toolkit results should be 
summarized to show clearly the key findings, and 2) to ensure the active use of proposed 
CA Toolkit, it should be a part of existing account planning process.  
 
The case organization can benefit from the results of the study in multiple ways. First, 
the CA analysis increases the understanding of industry structure. Second, active 
utilization of CA Toolkit increases the quality of BI data. Third, the competitor analysis 
can minimize the risks of decision-making. If successful, the CA Toolkit proposal can be 
leveraged in other BU’s. Next section continues discussing of practical and managerial 
implications. 
 
7.2 Practical and Managerial Implications  
 
Business practice shows that Competitors as Customers can buy its rivals products and 
services if it offers a competitive advantage for the company. That is exceptionally com-
mon in electric industry business. Thus, it is needed to monitor the competitive advance 
perspective to understand better what competitive advantages (strengths) competitors 
may have. Moreover, experienced practitioners also make mistakes. Thus, it is essential 
to consider and validate all available knowledge and data critically.  
 
There are many reasons for conducting Competitor Analysis. For example, global 
competitors are continuously changing the strategies. Also, to this mergers and 
acquisitions can regularly witness.  The most practical reason for the case organization 
to conduct competitor analysis is to keep Business intelligence (BI) data as accurate and 
reliable as possible.   
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The future success of proposed CA Toolkit depends on how it will be integrated to case 
organization's current processes. According to Sales Director conducting of competitor 
analysis is one of the critical success factors of case organization. 
  
Finally, there are the rich amount of commercial competitor analysis and competitive 
intelligence related service providers in the market. For example Alpha-Sence search 
engine, M-Brain, and Zacks Investment Research. The first two providers are the origin 
of Finland, and the last provider is based in the USA. Both, M-Brain and Alpha-Sence 
search engine have well-known global customers. The use of these services may over-
exceed the case organization’s needs. Thus, the researcher believes that the proposed 
systematic competitor analysis approach will offer a cost-effective alternative for the case 
organization’s use. In addition to this, the level of competitor intelligence within the case 
organization increases. A better understanding of what competitors are doing decreases 
the amount of bad decisions made. 
 
7.3 Evaluation of the Study  
 
This section first compares the desired outcome of the study with its objective. Second, 
the reliability and validity of this study were reflected the research design in section 2.4. 
 
 Outcome vs Objective 
 
The objective of this study was what data and analysis tools are relevant for the case 
organization to conduct a robust and dynamic CA Toolkit for the case organization (Sec-
tion 1.4). The second objective of this study was to clarify and guarantee how competitor 
analysis can be conducted legally and ethically. 
 
The outcome of this study was a systematic competitor analysis CA process with tools. 
The proposed CA process with tools was tested with a real business issue (Section 5). 
The second outcome of this study was CA Practitioner’s checklist. The checklist can be 
found at Appendix 9. 
 
This study presents a well documented CA Toolkit process with tools. In addition to this 
the CA Toolkit was exemplified with real business issues. To conclude, the objectives 
and outcomes of this study were achieved. 
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 Reliability and Validity  
 
Reliability is a necessary precondition of validity, and validity may be a sufficient but not 
necessary condition for reliability. Reliability describes the consistency: if another re-
searcher repeats the same case study by following the same procedures, the study 
should fall to same findings and conclusions. The CSA rely on stakeholder interviews, 
questionnaires, internal documents and researcher’s personal observations. The re-
searcher has been working over 20 years in case organization. It ensures that the re-
searcher has a deep understanding of organizational behavior and processes. It is nec-
essary to emphasize that the researcher is not working at top management level. The 
management level routines may contain relevant evidence which is not accessible to the 
researcher. Therefore, it was important to obtain extensive managerial support for the 
study. The co-operation between top management and the researcher have been work-
ing well. The top management was interviewed by utilizing email questionnaires. Also, 
several face-to-face discussions were made during the research project. Top manage-
ment’s support has helped the researcher to identify CA related challenges. Key findings 
were illustrated visually by utilizing CI Benefits framework (Section 3.4). 
 
In this study, validity was ensured by taking the following steps. First, data collection 
instrument is based on multiple sources of evidence (construct validity), company inter-
nal documents, internal databases, interviews, questionnaires, workshops, discussions 
with several stakeholders, and finally researcher’s personal observations. The re-
searcher found that recording of interviews was the best way of doing interviews. The 
challenge with interview field notes was that important information may be lost, or the 
content is interpreted wrongly. The same validity problem was found to be with the ques-
tionnaires. The given answers were short. The problem was solved by triangulating the 
given answers with the researcher’s experience, personal observations and face-to-face 
discussions with key informants. 
 
Finally, the initial proposal of the study included examples of applying the proposed tools 
with the real data. The key element of the CA Toolkit is to conduct Competitor Analysis 
robustly, which require reliability and validity check of used data sources and methods. 
The proposal of this study suggests that the used data sources are standardized as much 
as possible to ensure sufficient reliability and validity. It also ensures that the CA is 
conducted legally and ethically.  
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Research Participants’ Information Document 
 
Item Issue Description 
1 Name of Researcher Marko Ruotsalainen 
2 Title of Research Project Dynamic Competitor Analysis: a Proposal for Robust CA 
Toolkit 
3 Objective of the Study The case company has broader corporate level Business 
Intelligence (BI), and Customer Relation Management 
(CRM) tools in use. However, the first link between the 
previously mentioned tools, and up-to-date business en-
vironment data is not organized in a robust and system-
atic way. Particularly, lack of up-to-date competitor data 
and its analysis may have already been lead to wrong 
business decisions. According to Vuori, V. (2011:4), 
companies want to be proactive by acting before the 
change has even occurred, and to be able to manage and 
control the effects of the change. To overcome these 
challenges, the urgent business challenge is to conduct 
sustainable, robust and dynamic competitor analysis 
(CA) Toolkit for the use of case company’s sales forces. 
4 Description of the Study The research will take a form of a questionnaire and 
interviews. 
5 Duration of the Study approximately three (5) months 
6 What is involved and how long will 
it take? 
Contributors will partake in an interview. You will be 
asked if you are prepared to have a voice recording of the 
interview and you may decline to so do. 
 
The time required is estimated to be approximately 60 
minutes. 
7 Why have you been asked to par-
ticipate? 
You have been asked to partake in this study due to your 
experience with Legal/compliance issues and having 
worked as a legal specialist/compliance specialist in the 
case organization. 
8 What will happen to the infor-
mation which will be given for the 
study? 
The information will be held in a confidential manner while 
the work is being collated. Notes, transcripts, and voice 
recordings (if any) will be stored safely. 
 
Following the successful completion of the research all 
material collected as a result of the questionnaire and 
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interviews will be stored to case company’s archives or 
destroyed. 
9 What will be done with the Results 
of the Study? 
The results of the questionnaire and interviews will be 
reported in the findings section of the research work. This 
will be done completely anonymous manner. 
10 In what way will the study be 
beneficial and whom? 
It is hoped that this study’s outcome will provide a useful 
and robust Competitor Analysis Toolkit (CA) for the case 
organization, and a framework to conduct CA legally and 
ethically. 
11 Who has reviewed this Study? Instructors, Principal Lecturer of Metropolia University of 
Applied Sciences and the case organization’s 
stakeholders. 
12 Can permission be withdrawn 
having previously been granted? 
Yes, at any time.  
13 Can you refuse to answer any 
question? 
Yes. The contributor has the right to refuse to answer any 
question asked during the interview. They may also ask 
to end the interview at any time. 
14 What is the language of the inter-
view? 
The Finnish language is always preferred to guarantee 
wordiness of the interview. The English language may be 
used as an alternative. 
 
Source: Remenyi, D., (2013), Field Methods for Academic Research: Interviews, Focus Groups & Questionnaires. 3rd ed. Academic 
Conferences and Publishing International. 
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Interview: Senior Legal Counsel & Compliance officer  
 
Research Interview (Open-Closed) 
Topic: Conducting a Dynamic Competitor Analysis 
 
Information about the informant (Interview) 
Details Data Collection 1 
Name (code) of the informant Informant C 
Position in the case company Senior Legal Counsel 
Date of the interview 3.11.2015 
Duration of the interview 45 min 
Document Voice Recording 
 
Details Data Collection 1 
Name (code) of the informant Informant D 
Position in the case company Compliance Officer 
Date of the interview 3.11.2015 
Duration of the interview 45 min 
Document Voice Recording 
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No Topic(s) of the  
interview 
Questions Transcript 
1 Overview Do you accept the recording of 
the interview? 
Yes [Informant C]; [Informant D] 
2 Experience What is your professional back-
ground?  
[Informant C]; Senior Legal Counsel. Presently, seven years at the company. The 
responsibilities vary from contractual issues up to company merges & acquisitions, general 
consultative support of internal stakeholders, risk management, and insurance related top-
ics. Overall experience about the mentioned fields is 18 years. 
 
[Informant D]; Compliance Officer. Presently, eight years at the current position. The main 
task is to ensure that company business conduct guidelines are being followed. 
3 Risks and chal-
lenges  
What possible challenges do 
you see while conducting com-
petitor analyses? 
[Informant C]; From the perspective of contractual and legal terms, the question is if the 
sampling of data is enough. Let’s take have a look at the data available from public procure-
ments. Some companies might stamp various kind of topic to trade secrets. What and how 
competitors behave in reality? How to obtain reliable data? Have you understood the oral 
(i.e.,. telephone conversation) and printed data content correctly? Does the sales know 
exactly what is being discussed? What are stakeholders a personal level of skills from legal 
and compliance perspective? Is the sampling level enough, accurate and reliable? Certain 
facts, i.e.,. prices are very accurate, however, other facts become less accurate, but can still 
be useful sources of information while making decisions. Transparent (contractual) data is 
not available in the non-public sector. You have to rely on customer feedback. The reliability 
of such information is dependent on how well the sales employee knows the customer. The 
reliability of data depends on how well the sales employee knows the customer. 
 
[Informant D]; How preventive training will be organized if needed? Who needs the training? 
We do organize training for certain focus groups. The basic compliance training includes 
basics of the possible risks while discussing with competitors. What is ok and what is not ok. 
General training is focused on a broader group of participants. Sensitive functions are de-
fined separately from the competitive act law point of view (smaller group of stakeholders). 
We are talking about Sales Directors and other similar functions, but also partially broader 
sales group (the next training will be held after two weeks). In addition to this, we do have 
Integrity Dialog training. Head of Division can dedicate if the competitive act law module is 
required. The Integrity Dialog training is held once per year [obligatory for all stakeholders]. 
The goal is to increase discussion about the topic and the level of knowledge. 
 
[Informant C & D]; Both informants are the opinion that unofficial information must not be 
used. It essential that users entering data to CA Toolkit are aware of the legal and ethical 
sources of data. 
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4. Legal Perspective What laws and guidelines shall 
be followed? 
1) The Competition Act 
 
[Informant C]; Anything that violates the Competition Act must not be discussed, col-
lected nor stored. Also, other activities which might sustain such behavior is forbidden. It 
must be highlighted. All in all, I still believe that it is possible to design the tool in a way 
that these aspects are overcome. Training is important. 
 
It has to be considered for which purpose the collected data is going to be used. It is 
also to recognize that similar laws within different countries may vary a lot, and sharing 
of information between different countries may lead to conflicts of laws. 
 
The case company’s employee must not agree, obtain nor store any information which 
may be in conflict of Anti-trust laws. 
 
2) The Personal Data Act 
 
It is not allowed to store personal data by any means for this kind of purpose. 
 
3) Unfair Business Practices Act 
 
[Informant C]; Unfair Business Practices Act Law contain limitations how to use infor-
mation: confidentiality and company secrets. Such information shall not be collected nor 
stored by any means for this kind of purpose. 
 
4) Act on the Openness of Government Activities 
 
[Informant C]; Authorities are allowed to share information about public procurements. 
How can we protect our information? 
 
5. Data Sources What are acceptable sources of 
competitor data? 
1. Public Procurements; What is public? 
 
2. Internet; All data what is public on the internet (reliability check of data source is neces-
sary) 
 
3. Legal awards (by public courts) 
 
4. News and articles 
 
5. Financial Analytics 
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6. Discussions with colleagues; reliability (secondary data) 
 
  What are the data sources to 
avoid? 
New employees: Observing of data from the existing or previous employees of competitors.  
 
Anti-Trust Laws: All actions which might violate the antitrust laws are strightly forbidden. 
6. Organizing and 
Gathering of Data 
What are the elements to be 
considered while storing and 
handling of competitor data? 
[Informant C]; The users of CA Toolkit shall be aware of the content of Privacy Laws, Anti-
Trust laws, Competitive Act Laws. In practice, it is not allowed to collect and store personal 
data on the CA Toolkit. In general, all data which might be legally or ethically questionable 
shall not be collected nor stored. Finally, it is not allowed to share competitive information 
with the competitors. 
[Informant D]; Data privacy. Who can have access to data? Coming back to preventive ac-
tions, it might be a good idea to use informative “light pulps” whenever possible. [Informant 
C]; One good idea would be testing of questions with beta users as information may be un-
derstood many different ways. 
7. Risk Management How to prevent problems? [Informant C]; By limiting of CA Toolkit access rights. Also, regular audits are needed to 
make sure that the data is inputted correctly. 
[Informant D]; By training. What are the boundaries? What is acceptable and what is not? 
The Toolkit directs itself to right procedure.  
[Informant C]; The proposed toolkit shall be simple enough to use. Broader group of users 
guarantees the sample of data and quality. 
 
8. Conclusions To whom belongs the responsi-
bility of following laws and con-
trolling? 
[Informant C]; Everyone is responsible for the stored data. The employees are obligated to 
act correctly and to personally ensure that rules are followed. Finally, juridical responsibility 
should stay at the company. Primarily nobody is being blamed personally unless it cannot 
be  proved that the person has neglected all training and company rules. 
  Do you have any free comments 
to add? 
[Informant D]; From my perspective, there is one more thing which comes on my mind. The 
proposed toolkit should have an owner who manages and ensures that old, not relevant 
data is regularly deleted. The owner of the tool should be responsible for the training and 
maintain the user rights. It should not happen that the tool has no owner and after a certain 
period the tool dies. Informant C’s opinion: it is also important to remember new employees. 
How these new users should be integrated and how the training should be organized? 
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Interview: BU Manager’s (Data Collection 1) 
Research Interview (Open-Closed) 
Topic: Conducting a Dynamic Competitor Analysis 
 
Information about the informant (Interview) 
Details Data collection 1 
Name (code) of the informant Informant A 
Position in the case company BU Manger 
Date of the interview 29.4.2016 
Duration of the interview 20 min 
Document Field Notes 
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No Topic(s) of the  
interview 
Questions Fiel Notes 
1. BI What data is needed to conduct 
BI successfully? 
“Currently, the HQ require that the business unit conduct the BI once per year. The data-
base includes information about the local market. The market is divided into different indus-
try segments: Transmission, Distribution, and Industry. Overall, the tool is future oriented, 
and the HQ is mainly interested of global competitors. Local competitors are optional. The 
BI tool is relatively easy to use, and informative, in case you have good track record of past 
couple of years and if data is accurate.” 
 
2. FUTURE ORIEN-
TATION 
 Market size analysis is future oriented 
 
3. METHODS  Competitive Positioning. What are our competitor's current position? 
 
4. METHODS  Industry structure analysis: Utility, Power Generation and Industry focus 
 
5. TOOL  Win/Loss analysis, what are customer’s purchasing criteria? 
  
6. PRODUCTS  Product Specific topics. Market on product and functionalities 
 
7. TOOL  SWOT Analysis (regional market perspective) 
 
8. BUSINESS ISSUE  Challenges:  
1) If markets change significantly, what is the cause of the phenomena? 
2) Predicting of future is challenging 
 
9. STRENGHTS & 
WEAKNESSES 
 BI Tool is a good system in case the user has a good knowledge of the industry and com-
pletion. We do not know new markets well (barrier of entry). 
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Interview: Head of Division’s (Data Collection 1) 
Research Interview (Open-Closed) 
Topic: Conducting a Dynamic Competitor Analysis 
 
Information about the informant (Interview) 
Details Data Collection 1 
Name (code) of the informant Informant B 
Position in the case company Head of Division 
Date of the interview 29.4.2016 
Duration of the interview empty 
Document Questionnaire 
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No Topic(s) of the  
interview 
Questions Field Notes 
1. CI BENEFITS How well the case organization 
recognizes short-term, mid-term, 
and long-term changes in the 
business environment? 
1) Market data is being collected mainly once per year (BI tool) 
2) Time intervals are once per year, during the budgeting period. Also, information 
about key customers’ investment plans is being collected 
3) “Currently, the competitors are monitored mainly at HQ level only. However, certain 
sales project specific competitors may be analyzed. Typically we are interested in 
competitor’s resources, capabilities, and their pricing policy.” 
2. FREQUENCY Does the case organization con-
duct frequent competitor 
analysis and who is responsi-
ble? 
Not really, once per year due to BI initiative. “…at most once per year due to (mandatory) 
Marketing Intelligence process. The responsibility belongs to division management/ BU 
Manager. However the involvement of sales may be needed on request.” 
3. HQ Does the HQ require the case 
organization to conduct of CA? 
“The Headquarters do not demand from us anything else but conducting of Marketing 
Intelligence, and participation to some specific competitor analyzes.” 
4. TOOLS What tools and processes are 
available for conducting CA? 
BI, CRM On Demand, Sales Review, Management meeting 
5. CA ACTIVITY Does the case organization con-
duct surveys and 
benchmarking? 
Not, proper surveys, but we do conduct for example Account Plans, investment budgets, 
stakeholder analysis. 
6. CA NEEDS What type of CA data is needed 
in your position? 
New products, current products, future products 
Market price, Win/Loss 
Competitor Capabilities 
Competitors assumptions 
Overall Market situation; Mergers&Aquisitions 
 
“We do have some tools and processes available for sharing competitor information: MI, 
CRM On Demand, Sales Review (monthly basis), Management meeting (Quarterly basis), 
and the Nordic Sales Director Live Meeting (monthly basis).” 
 
“Collection of competitor data and its analysis should be a dynamic and continuous 
process. In that way, the quality of BI data increases and the inputting of data becomes 
easier.”  
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Interview: Sales Director (Data Collection 1, 2 & 3) 
 
Research Interview (Open-Closed) 
Topic: Conducting a Dynamic Competitor Analysis 
 
1# Information about the informant (Interview):  
Details Data Collection 1 
Name (code) of the informant Informant F 
Position in the case company Sales Director 
Date of the interview 29.4.2016 
Duration of the interview empty 
Document Questionnaire 
 
2# Information about the informant (Interview):  
Details Data Collection 2 Data Collection 3 
Name (code) of the informant Informant F Informant F 
Position in the case company Sales Director Sales Director 
Date of the interview 29.4.2016 4.5.2016 
Duration of the interview 15 min 15 min 
Document Field Notes Field Notes 
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Data Collection 1: CSA 
No Topic(s) of the  
interview 
Questions Field Notes 
1. BI The case organization conducts 
BI annually. What is the role of 
the sales team? 
BI is not of sales team’s responsibility. The responsibility belongs to BU Manager.  
2. CA How should the CA Toolkit sup-
port the current BI process? 
We should have a better picture of the market. Now it is based on draft estimation. 
3. CA Is the updating of business envi-
ronment data once per year 
enough? 
Yes 
4. CA What type of CA do you need? Products, Solutions and their applications. New Products. Market Price. Win/Loss, M&As (a 
lot of those have been identified recently). 
5. CRM How CA related data is being 
shared within the case organiza-
tion? 
”Competitor data should be collected and shared via the CRM On Demand database. The 
system is relatively new, and it is questionable that is the existing data reliable or not.” 
6. CRM What are the value of CRM and 
does the system contain CA 
related data? 
“Its importance will increase the more relevant information it contains… the current amount 
of competitor data is still fairly limited. “ 
  
7. CRM Is the quality of CRM data 
enough to support decision mak-
ing? 
Not yet. There is not much data. 
8. NPS HQ conducts the NPS surveys. 
What is the value for us remains 
unclear for us? 
Choosing of customers is our responsibility. “Probably, it has been studied somewhere that 
what is the benefit of the NPS surveys in its entirety… I believe that the NPS surveys are in 
the long run beneficial.” 
9. REPORTS Does the case organization con-
duct competitor-oriented 
tradeshow reports? 
Yes, the first report was conducted in February this year. “The latest SähköTeleValoAV 
report was a good start. It should always be done in this way ...” 
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Data Collection 2: Initial Proposal 
No Informant Comments Reaction 
1. Sales Director 
[Informant F] 
The tool must be easy to use and well struc-
tured 
Neutral 
2.  [A.6] For collecting of CA data, the easiest so-
lution is to establish a dedicated email account 
for the CI purposes. Doing this way, data pro-
tection is easy to take care off. 
Constructive 
suggestion 
 
Data Collection 3: Validation 
No Informant Comments Reaction 
1. Sales Director 
[Informant F] 
[B.1] Conducted industry fusion analysis looks 
good, and there shouldn’t be more data. A 
summary of the findings would be good. 
Constructive 
Criticism and 
suggestion 
2.  [A/B/C] The only concern is that if the tool is 
complex and require extra efforts to assimilate, 
it might happen that after a short period the us-
ers of the tool returns to the original routines. 
We have to ensure that the CA Toolkit will be a 
part of our daily business. As it was already 
discussed, one solution could be to include 
competitor analysis needs on our account 
planning process.  
Constructive 
Criticism and 
suggestion 
3.  As you are [Researcher] responsible for HV 
equipment sales, you know what competitor 
data is relevant for you. The next step is to 
adapt the proposed CA Toolkit for the other 
BU’s use. 
Constructive 
suggestion 
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Interview: Sales Engineer (Data Collection 2 & 3) 
 
Research Interview (Open-Closed) 
Topic: Conducting a Dynamic Competitor Analysis 
 
Information about the informant (Interviews):  
Details Data Collection 2 Data Collection 3 
Name (code) of the informant Informant G Informant G 
Position in the case company Sales Engineer Sales Engineer 
Date of the interview 29.4.2016 4.5.2016 
Duration of the interview 30 min 30 min 
Document Field Notes Field Notes 
 
Data Collection 2: Initial Proposal 
No Informant Comments Reaction 
1. Sales Engineer 
[Informant G] 
You have done much work, and there is much thinking behind on it. I 
have nothing to add, just go ahead and make it ready! 
Neutral 
 
Data Collection 3: Validation 
No Informant Comments Reaction 
1. Sales Engineer 
[Informant G] 
Event if the study is focused on High Voltage BU needs, it show that 
the proposed toolkit can be easily adapted to the use of other BU’s.  
Neutral 
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 Net Promoter Score (NPS) 
 
Net Promoter Score (NPS) is a simple and relatively new methodology to measure the 
loyalty of a company’s customers. It has become very popular, and it is already adopted 
by many global companies. Because companies want to be customer focused, the Net 
Promoter Score offers a simple way for companies to evaluate success with their peers. 
The NPS method was first published in 2003 by Fred Reichheld, who is known as loyalty 
Guru. (Reichheld, 2003) 
 
The result of NPS methodology is based on Reichheld’s research supported by the com-
pany Satmetrix Inc. He found that there is a strong relationship in most industries be-
tween company’s growth and the rate and the percentage of its customers who are 
“promoters” (HBR, 2003). The original NPS question to be addressed for the customer 
is: How likely is it that you would recommend our company/product/service to a friend or 
colleague? 
 
Typically, the scoring of the question is between zero and ten. The breakdowns of re-
sponders score are shown on the table below. 
 
Table. Net Promoter Score Breakdowns 
NPS Score Break-
downs 
Responder Category Criteria for Analysis 
9 - 10 Promoter Promoters are customers who are most 
likely loyal and will exhibit value-creating 
behaviors. 
7 - 8 Passive Passive are customers who fall in the 
middle of Promoters and Detractors. It is 
noteworthy to mention that Passives do 
not directly affect the overall Net Pro-
moter Score. 
0 - 6 Detractor Detractors are customers who will most 
likely not exhibit the value-creating be-
haviors.  
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Figure.  Net Promoter Score metrics ( Satmetrix Systems, Inc., 2015) 
 
The Net Promoter Score can be calculated as follows: 
 
𝑁𝑃𝑆® =  
(𝑁𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑃𝑟𝑜𝑚𝑜𝑡𝑒𝑟𝑠 − 𝑁𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝐷𝑒𝑡𝑟𝑎𝑐𝑡𝑜𝑟𝑠)
𝑁𝑢𝑚𝑏𝑒𝑟 𝑜𝑓 𝑅𝑒𝑠𝑝𝑜𝑛𝑑𝑒𝑟𝑠
𝑥 100 
 
The NPS score can range from -100 to +100. The NPS score bigger than +50 is 
excellent, and all positive scores below +50 are good values. The next figure gives a 
short overview how certain global tech companies are ranked based NPS Methodology. 
According to Temkin Group’s IT Benchmark Survey (2012), the companies those have 
NPS score less than 23 (below industry average) has much lower purchase momentum 
are in danger to lose current market share.  
 
Figure. Net Promoter Scores for 60 Tech Vendors (Schwab, 2012) 
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Industry Fusion Analysis  
 
Table A8. Industry Fusion Analysis (Source of Template: Fleischer, C.; Bensoussan, B., 2015: 330) 
No Forces/Factors Who/  
What Are They? 
Significant Factors Rating  
(1=Weak,  
9=Strong) 
Trends Remarks / 
Actions? 
1. Bargaining Power of Channels and 
Buyers 
Increase of professional purchasing 
culture 
Decreases the profitability 5 ++  
2. Bargaining Power of Suppliers Huge demand for goods in other 
markets 
Increased production can affect 
on delivery times and prices 
4 -  
3. Threat of Substitutes Urbanization / Eco Designs Increases the demand for sub-
stitutes / Greenhouse effect in-
creases the demand for seeking 
alternative solutions 
5 ++  
4. Threat of New Entrants Asian Manufacturers Require significant investments 
on type testing processes 
1 -  
5. Degree of Competitive Rivalry Small market / Aggressive Price 
competition 
Decreases the profitability 7 ++  
6. Impact of Social Forces Urbanization Increases the demand for sub-
stitutes 
4   
7. Impact of Technological Forces 1. Increasing dependence of electric 
energy 
2. Smart Grids 
3. Electric Vehicles 
4. High demand for technical quality 
Increases the demand for grid 
investments 
 
7 
4 
3 
6 
 
+++ 
+ 
- 
+++ 
 
8. Impact of International Economic 
and Disruption Forces 
Globalization Heavy industries do not invest. 
Low Production rate 
7 +  
9. Impact of Ecological Forces Replacement of SF6-gas with vac-
uum or alternative gasses 
Greenhouse effect increases the 
demand for seeking alternative 
solutions 
4 + The change will take a 
long period due to 
technological chal-
lenges. 
10. Impact of Political Forces 1. Highly regulated industry 
2. Other industries can have big im-
pact on investment needs 
1. Energy Agency controls and 
sets the targets. There is a de-
mand for utility investments 
2. Uncertainty of Wind Park and 
NPP investments 
9 
 
 
 
 
7 
+++ 
 
 
 
 
+ 
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Competitor Analysis Practitioner’s Checklist 
 
The company rules do not deny collecting and analyzing of competitor data if done legally 
and ethically. First, the CA Toolkit practitioner shall not be guilty of industrial espionage, 
nor practice antitrust activities. Second, it is not allowed to obtain or collect confidential 
competitor data by any means. Finally, in case the company has access to data which 
is under the control of Non-Disclosure Agreement (NDA), the information must not be 
shared nor used. Competitor Analysis/Intelligence should not lead illegal act. Evans has 
collected “Ten Commandments” base on Fuld+Company insights (Evans et al. 2004), 
and they were modified for the case organizations use.  
 
Ten Commandments 
1. Protect your company’s integrity and reputation 
2. Observe your company’s legal and ethical guidelines. 
3. Do not secretly record an interview if it is against the law. 
4. Do not issue a bribe or other benefits. 
5. Do not use eavesdropping devices. 
6. Do not mislead anyone in an interview. 
7. Do not swap price or market information or capacity with a competing com-
pany. 
8. Do not distribute or exchange misinformation. 
9. Do not steal or misuse trade secret, or other confidential information. 
10. Do not knowingly pump someone for information that could sacrifice that per-
son’s job or reputation. 
 
Fuld+Company has published a comprehensive Legal and Ethical Guide for their cus-
tomers. It gives a good overview of the topic. Because the document is published in the 
US, the information shall be interpreted with great care. (© 2016 Fuld+Company). 
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